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Preface

This is one of seven in a series of Preservation Planning Program (PPP) resource guides. Support
for their preparation was provided by a grant from the National Endowment for the Humanities.
The resource guides offer libraries comprehensive, easy-to-use information relating to the major
components of a preservation program. The goal in each case is to construct a conceptual
framework to facilitate preservation decisionmaking as it relates to a specific program area. ARL
was fortunate to be able to draw on the extensive experience of a diverse group of preservation
administrators to prepare these resources. Guides cover the following topics:

® Options for Replacing and Reformatting Deteriorated Materials
® Collections Conservation

e Commercial Library Binding

® Collections Maintenance and Improvement Program

@ Disaster Preparedness

® Staft Training and User Awareness in Preservation Management
® Organizing Preservation Activities

Taken together, the guides serve as points of departure for a library’s assessment of current
practices. From the rich and diverse preservation literature, materials have been selected that
relate principles or standardized procedures and approaches. The intent is to provide normative
information against which a library can measure its preservation efforts and enhance existing
preservation activities or develop new ones. The resource guides build on the body of
preservation literature that has been published over the last decade. Every effort has been made
to reflect the state of knowledge as of mid-1992.

The resource guides were prepared primarily for use with the Preservation Planning Program
Manual developed and tested by the Association of Research Libraries, with support from the
National Endowment for the Humanities. However, they prove useful to all those involved in

preservation work in academic and research libraries. The guides may be used individually or
as a set.

Each resource guide is divided into four se 4ions. The first presents an overview and defines the
specific preservation program component. The second section guides the review of current
practice, explores the developmental phases that can be expected as a preservation program
component develops, and lists specific functions and activities. The third part brings together key
articles, guidelines, standards, and excerpts from the published and unpublished sources. The lasi
section contains a selected bibliography of additional readings and audiovisual materials that
provide additional information on a spedialized aspect of each topic.

As libraries continue efforts to plan and implement comprehensive preservation programs, it is

hoped that the resource guides will help to identify means of development and change and
contribute to institutional efforts to meet the preservation challenge.

]ﬁtta Reed-Scott
Senior Program Officer for Preservation and Collection Services
Association of Research Libraries
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Overview

This resource guide considers issues in the staffing and organization of preservation
activities. It is intended to provide guidance in implementing a systematic preservation program.

_ It examines models for organizing preservation programs, considers the pros and cons of different

approaches, and describes major preservation functions. Documentation includes organizational
charts, position descriptions, sample preservation committee charges, and implementation plans.

Over the past fifteen years, 65 ARL libraries have developed preservation programs that
reflect a variety of organizational models.! And several of the mature preservation programs
have been reorganized. There appears to be no proven organizational model; rather, librarians
must decide what works best given the sizes, structures, and historical practices of their

" institutions, and the budgets and personnel available to them. Each library has its own needs

and operates in an institutional setting with its own organizational history, goals and objectives,
budgets, and personnel. The nature and use of each collection is different and so must be the
preservation approaches taken. But with the realization that there is no single "best way" to
organize preservation activities, an institution is ready to plan a program with its own unique
circumstances in mind.

This resource guide evaluates the structures of various types of preservation programs as
well as their placement within different organizations. Examples are drawn from the 1988-89 and
1990-91 ARL Preservation Siitistics® and the 1991 ARL publication, Preservation Program Models.?

Organizational Models for Preservation
Organizing the Review

An organizational review will identify the range ot preservation functions in a library.
This review can be carried out by either an individual or by a committee. By looking at all
preservation activities that are carried out in libraries, planners can identify staff for current
activities as well staff that will be needed for future activities. Critical preservation-related
activities in libraries include planning and policy making; controlling environmental conditions
within library buildings; substituting outmoded repair techniques with cchivally sound ones;
using commercial binding services in a sophisticated way; establishing mechanisms for replacing
and reproducing deteriorated items; developing plans to help prevent and recover from disasters;
and providing preservation training for staff and users as well as staff development opportunities
for conservation/preservation personnel. {Also refer to Staffing Preservation-Related Activities in
Libraries: A Checklist in the Selected Documents section of this guide.) By reviewing the staff
required and by evaluating the complexity of each activity, the planners can make decisions about
how to staff these activities. Questions to be explored are:

© Will only existing staff be used?

o If additional staff resources are needed, will a full- or part-time preservation librarian
be hired?

® Which preservation functions can be performed by personnel currently working in the
library?

® Which functions will require expertise not currently represented by the staff?




Models for Organizing Preservation Programs~Staffing Models

The functions of a preservation administrator involve three distinct but interconnected s
areas of responsibility. The first is managing the operations of the preservation unit or
operational components of the preservation program, including bindery preparation, brittle books,
conservation, and collection maintenance units. The second is a dynamic and strategic decision-
making role where the preservation administrator works in an advisory, planning, or policy-
setting capacity, both as an advocate for the preservation program and as an integral part of the
library’s management team. This can include administering library-wide preservation policies,
developing new preservation projects, or writing grants to expand funding resources. A third
area of responsibility is the Haison function of the preservation administrator where he/she
represents the library’s preservation program to the university community, participates in state-
wide coordinated preservation planning, or is involved in national preservation projects.

In many cases libraries will hire full-time preservation librarians who serve as department
heads for a preservation unit. Alternatively, a program may be designed which coordinates the
work of people throughout the library who have preservation-related responsibilities.
Organization and staffing models for programs that comprise preservation units in libraries of
various sizes are can be found in the Selected Documents section of this guide.*

Full-time Preservation Administrator. There is widespread consensus in the preservation
community that a full-time preservation librarian is vital for establishing a library’s preservation
program. If the library does not already have a preservation administrator, the individual or
committee undertaking the organizational review will recommend whether or not to hire one.
Five years ago, 48 ARL libraries reported that the preservation program is managed by a full-time
preservation administrator. In 1992 about 55 ARL libraries had such a position. Several factors will
determine whether or not a library decides to create a full-time preservation librarian position.
These relate to size and age of the collection, scope and nature of special collections, size of the
library budget, and the size of the professional and support staff, and level of preservation efforts.
While the creation of separate preservation units managed by a full-time preservation
administrator is becoming quite common, in many libraries this has been an evolutionary process.

Part-time Preservation Administrator. One intermediate step is a part-tim preservation librarian
position. Due to lack of financial resources, this may be the only staff support available to launch
the preservation program. However, part-time librarians usually have other duties in the library
and split responsibilities require careful time management. There is a danger that a part-time
administrator will focus on specific preservation projects rather than on long-term or
institution-wide preservation needs.

Preservation Committee. Another possibility is to develop a program which is under the aegis of
a preservation committee as Dartmouth College has done. (The preservation committee charges
for Dartmouth and the University of North Carolina, as well as the organization charts for the
University of lllinois at Urbana-Champaign are in the Selected Documents section of this guide.)

Regardless of whether a preservation administrator is hired, it is useful to have a
preservation committee. A strategically composed committee can result in library-wide support
for a preservation program. Itis also a good way to distribute the work for such time-consuming
activities as preparing a disaster recovery plan or holding a disaster drill.
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Models for Organizing Preservation Programs—Developmental Phases

Coordinated Model, In a coordinated but decentralized program, preservation functions take place
throughout the library but are not under the direct purview of a preservation administrator. It
is possible to run a successful preservation program without a department. In such a program,
the preservation administrator coordinates preservation activities, but does not administer a
preservation department. In this model, the preservation administrator, who can be a full-time
or part-time librarian, often does not supervise any staff.

Decentralization occurs for both practical and historical reasons. For example, shelving
and maintenarce of library materials are preservation functions, yet in many libraries these
activities remain in the circulation department.

A coordinated preservation program confers certain advantages. It recognizes that
preservation impacts all library functions and gives the preservation administrator oversight
responsibility for the pr jervation functions of every department. The focus in this model is on
integrating preservation into all library activities.

One critical drawback is that without budgetary and line responsibilities, the preservation
administrator may lack authority necessary to direct the preservation program. Equally important,
a coordinated preservation program may lack the availability and concomitant flexibility of staff
dedicated full-time to preservation activities. Overall preservation may have al : wer profile in the
organization.

Centralized Model: Establishment of a Preservation Department. As preservation programs mature
into integral functions in research libraries, centralization of core preservation functions is one
critical evolutionary phase. Some preservation programs begin with a unit that already contains
the core preservation activities such as commercial library binding. Other programs may begin
with 2 decentralized structure and then become centralized as the program matures or as
resources expand. In order for a library’s preservation efforts to emerge as a program,
establishment of a centralized preservation department s essential. While the specific components
of a centralized preservation department may vary, the major operational units of preservation
departments include: binding and shelf preparation; collections conservation and conservation
of rare and valuable materials; and preservation replacement and reformatting, The administrative
components of a preservation program may include environmental monitoring, disaster planning
and preparedness, and preservation-related staff and user education.

Approaches for Reporting Structures. A major policy decision is the placement of preservation
within the library organization. If the program will be managed by a full-time or part-time
preservation librarian, to whom should he or she report? A numt °r of reporting structures have
been followed successfully’ There are four common ones:

Reporting to the Head of Collection Development

Since as early as 1980, preservation responsibilities have been linked to collection
development.® The connection between the builders and the preservers of the collections is
powerful. The relationship between preservation and collection development has been discussed
in the literature from various perspectives, most recently by Atkinson and Byrnes.” Placing
preservation within collection development is the most common organizational model in ARL
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libraries. In the 1988-89 ARL Preservation Statistics, 21 preservation administrators were listed as
reporting to heads of collection development; in the 1990-91 Statistics 23 librarians were listed.?
(For sample organization charts illustrating this model see MIT and the University of Wisconsin
in the Selected Documents section of this guide.) Advantages:

® Preservation policies and priorities emanate from collection development goals

® Close communication between preservation staff and selectors increases the awareness
on the scope of the preservation needs, options and costs.

® Preservation Jlibrarians can work closely with selectors to make preservation decisions
at point of purchase and about storage, weeding, replacement copies, and collection
evaluation in consort.

@ Retrospective preservation microfilming projects can be undertaken more easily because

" of the close relationship between preservation and collection management in

determining which items will be filmed. '

While a strong case can be made for placing preservation administrators within collection
management, there are potential disadvantages:

@ "While collection development and preservation have common objectives--to provide and
protect access to information--considerable disagreement may arise over which
material means should be made available. Collection development values have in
muny cases been designed to emphasize the perceived needs of current users, and

only a small minority of our current users are fundamentally concerned about’

historical materials . . . ."

® The preservation librarian is concerned with the collection as a whole and with the
condition of items rather than with their age or the pattern of their use.

e Conflict may also arise over funding decisions.'’

Reporting to the Head of Technical Services

Preservation librarians often report to heads of technical services because historically
bindery operations were often housed there. Advantages:

® The nature of preservation work is similar in its emphasis on high-volume productivity
to that in technical services

® It facilitates a close working relationship among catalogers and preservation staff an
will strengthen the linkage between reformatting efforts and cataloging priorities.

Disadvantage:
® It is harder to maintain a close relationship with collection development.

In sorne libraries, collection development departments are joined with technical services.
Such arrangements offer further justification for placing preservation programs there. (See

Columbia University and the University of Connecticut organization charts in the Selected
Documents section of this guide.)




-

Keporting ta the Library Director

Advantages:

® The Library Director is in the best position to strengthen the preservation program and
to commit needed financial resources.

@ The director can also empower the preservation administrator to cross over
departmental or programmatic lines. Therefcre, implementation of procedures that
may affect both public services and technical services will be easier.

® It underscores that preservation is a library-wide activity affecting all departments.

Disadvantage:
® Directors have many pressing demands and so it may be difficult for the preservation
administrator to compete witl: other administrative priorities.

Other Reperting Structures

ARL libraries report a variety of other organizational patterns which include placing the
preservation administrator within special collections, public services, or administrative services.
There are historical precedents for the first twe patterns: some of the earliest preservation
positions were established in special collections departments, and at Yale the preservation
program originated in the circulation department.”! The placement of preservation activities in
administrative services can probably be attributed to the fact that some preservation librarians
report to the library director. (See the Virginia Commonwealth University organization chart in
the Selected Documents section of this guide.)

Implementation Strategies, Once the preservation administrator has been selected and the
preservation department has been organized and placed within the organization, impiementation
can begin. This is a critical stage of developing a preservation program. This guide takes
librarians from program conceptualization through design. Implementation must be determined
by each library, because no general, ibiquitously applicable model can be constructed.
Implementation must be done on the basis of each individual library’s structure, persoanel, and
established practices. However, a few general guidelines will help the preservation administrator
to navigate the program through its early stages.

There are four important components of implementation: 1) communication; 2) training
and education; 3) networking; 4} professional development.

Communicadon

The dynawmics of the larger organizational framework in which the preservation program
will function, require serious attention to communication. The preservation librarian must
consider the underlying organizational forces and psychological facto s when implementing a
program. For this reason it is important for the preservation administrator to win the support
of as many people as possible, from the library director, who is responsible for the library as a
whole, to the para-professionals who may be carrying out the procedures. Preservation librarians
must be prepared to convey frequently to all staff why the new program is so important and
what the short- and long-term plans for preservation are. Staff suggestions should be elicited
regularly. It is important to remember that employees see preservation issues from their own
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perspectives, and their observations may be invaluable. The preservation librarian serves a crucial
advocacy and information role within the library.

Training and Education

Preservation programs necessitate numerous changes in the way that library staff carry
out their work.”> Circulation and shelving practices, acquisition, cataloging, bindery preparation,
and book repair are just some of the areas that will be affected during the implementation of a
preservation program. One aspect of the training of staff in the implementation of a new
program is the urderstanding that the program will necessitate change—in the way the library
operates, in the normal behavior patterns of staff, and in their way of thinking about the books
and the collections as a whole. Change in terms of the establishment of a preservation program
will necessitate training many people—perhaps everyone who handles the books.

Part of the training, then, will be to focus not on what has hitherto been done incorrectly,
but on what will improve conditions and services.

Networking

Once a library program is in operation, the preservation librarians will naturally begin to
work with their couriterparts in other libraries. In these lean fiscal times, increasing emphasis will
be placed on consortial preservation activities. In some cases, for example with the writing of
disaster-recovery ~lans, distributing the work among several local institutions is not only cost
efficient, but it wiil result in the exchange of ideas.

A number c’ excellent regional and national programs facilitate the work of individual
libraries. For example, many states have developed state-wide preservation programs which have
resulted in cooperative disaster-recovery plans, needs-assessment surveys, and, in some states,
workshops. Formal and informal preservation and conservation courses and workshops have
been offered by the Library of Congress, the American Library Association, the Society of
American Archivists, SOLINET, and many other organizations.

The economic and technological climate of the 1990s will make collaborative ventures even
more imperative. The general decline in library funding throughout this country has already led
to changes in collection development strategies. Libraries are increasingly implementing
cooperative collection-development policies, which in turn impact on preservation priorities. With
the increase in new electronic formats, many previously held assumptions about the retention of
library materials are being challenged.

Professional Development and New Challenges

The rapidity with which technology is moving into libraries has impacted the field of
preservation in two ways: as more library materials are published exclusively in electronic
formats preservation librarians must learn how to preserve them; and, new technologies have
presented new reformatting options. Preservation librarians must become more knowledgeable
about these new technologies so that they can be prepared to make the difficult decisions which
lie ahead. Continuing education will become an integral part of the preservation profession.




Conclusion

The success of a library’s preservation program is in large part related to the effectiveness
of the organizational st:ucture and management of preservation efforts as well as the success in
mobilizing needed financial resources. The preservation administrator must have a vision of the
program over a number of years in order to carry out the initial changes. For example, if the
budget is tight this year, one may focus on preservation activities that are not expensive to
implement, such as user education as opposed to, say, air conditioning for the stacks. It is
important to keep the preservation momentum going.

The preservation librarian must also keep the preservation program moving forward,
remembering that "slow and steady” sometimes achieves the goal before "fast and erratic.” It will
take time to arrive at a smoothly functioning, successful preservation program.

Finally, the technological transformation taking place in research libraries will have a
profound impact on the organization of preservation functions. New preservation technologies
will radically alter the nature of preservation work. An effective preservation program mwust
continually evaluate new approaches which make preservation resources useful and which
organize preservation activities.




Notes

1. This figure is based on the list of libraries in the ARL Preservation Statistics, 1950-91.
Washington, DC: Association of Research Libraries, 1992. Only libraries that had administrators
devoting 50% or more of their time to preservation and that siarted their programs after 1977
were counted.

2. ARL Preservation Statistics, 1988-89 and 1990-91.

3. Jan Merrill-Oldham, et al. Preservation Program Models: A Study Project and Report.
Washi..gton, DC: Association of Research Libraries, 1991.

4. Merrill-Oldham, pp. 32-35. (These four models are reproduced in the Selected Documents
section of this guide.)

5. See the ARL Preservation Statistics for the past several years.
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preservation responsibilities. See Michele Valerie Cloonan and Patricia C. Norcott. "Evolution
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and Research Libraries 50 (November 1989): 652.
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11. Cloonan, p. 652.

12. Susan C. Curson. Managing Change: A How-to-do-It Manual for Planning, Implementing, and
Evaluating Change in Libraries. New York: Neal-Schumann, 1989.

1€




asll
—G
@)

f
H
£ A
i

SELECTED DOCUMENTS




Selected Documents
General Sources

Harris, Carolyn, Carol Mandel and Robert Wolven. "A Cost Model for Preservation: the columbia
University Libraries’” Approach.” Library Resources and Technical Services 35 (1): 33-54.

Merrill-Oldham, Jan, Carolyn Clark Morrow and Mark Roosa. Preservation Program Models: A
- Study Project and Report. Washington, DC: Association of Research Libraries Committee
on Preservation of Research Library Materials, 1991.

Schamude, Karl G. "The Politics and Management of Preservation Planning." [FLA Journal 16 no.
3 (1990): 332-335

Staffing Preservation Programs
Cloonan, Michele. Appendix C: Staffing Preservation-Related Activities in Libraries: A Checklist.

Morrow, Carolyn Clark. "Staffing the Preservation Program." In Meeting the Preservation
Challenge. Washington, DC: Association of Research Libraries, 1988. 26-30.

Preservation- Librarians. Unpublished data compiled in conjunction with the ARL Preservation
Statistics, 1990-1991.

Reed-Scott, Jutta and Nicola Daval. ARL Preservation Statistics. Washington, DC: Association of
Research Libraries, 1992. 23-30.

Organizing Preservation Programs

Dartmouth ‘College. Preservation Committee Charge. Reprinted with pe mission from Dartmouth
College Library.

University of North Carolina at Chapel Hill. Preservation Committee Charge.
Various Organization Charts
Establishing Preservation Programs

University of Colorado at Boulder. NEH/ARL Preservation Planning Program Final Report
Washington, DC: Association of Research Libraries, 1990. 5-18.

Duke University. Preseroation Planning Project Study Team Final Report. Washington, DC:
Association of Research Libraries, 1989. 9-10.

Oklahoma Staté University Library. A Preservation Program for the Oklahoma State University
Library. Final Report of the Preservation Program Planning Study conducted with
assistance from a grant from the Association of Research Libraries and the National
Endowment for the Humanities. Washington, DC: Associztion of Research Libraries,
1990. 10-18.




Association of Research Libraries
Committee on Preservation of Research Library Materials

Preservation Program Modelis:
A Study Project and Report

by

Jan Merrill-Oldham
Carolyn Clark Morrow
Mark Roosa

&

Association of Research Libraries
Washington, D.C.
1991

13




Introduction

Organization and Staffing
Models for Mature
Preservation Programs

The charts that follow depict basic organization and staffing models for mature
preservation programs in four sizes of ARL libraries: under 2 million volumes, 2
to 3 million volumes, 3 to 5 million volumes, and over 5 million volumes. The
models reflect the history and development of preservation programs over the last
two decades. The models are appropriate for the preservation needs of a central
library collection. They do not attempt to reflect the preservation needs of profes-
sional schools such as law and medicine, nor an extensive system of decentralized
or regional campus libraries.

"The models include four major operational units—binding and shelf preparation,
conservation, and preservation replacement-but do not reflect such organizational
connections as would exist between the circulation and preservation departments,
or between a preservation department and a preservation committee. In addition,
many staff in a research library contribute to preservation efforts, including bibli-
ographers, stack maintenance personnel, building services managers, and catalog-
ers. The ARL Preservation Statistics attempt to capture this information requesting
staistics for staff in the preservation unit, as well as staff engaged in preservation
activities library-wide.

Although the major operational units of a preservation department are covered
in the models presented, the staffing and budget necessary to launch a mass de-
acidification program are not included. Human and material resources needed for
such a program are discussed in general terms on pages 19-20, but organization
and seaffing levels, and models for resource aliocation in relation to collections size,
have yet to be developed in ARL libraries. i

The operational unit responsible for preservation replacement and reformatting
is shown on the various organization charts, but the level of effort depicted is for
the routine identification of brittle materials through circulation and use. Additional
staff and resources are needed to participate in large-scale preservation microfilm-
ing projects or to implement a retrospective effort to identify and replace brittle
materials. The models assume that preservation microfilming (like commercial li-
brary binding) is a contracted service, although a photoduplication unit is shown
in the organization model for collections over 5 million volumes because this activity
often occurs in-house in larger libraries.

A mature preservation program is defined as one with all major operational units
in place and in balance; that is, a full range of preservation options are available so
that appropriate decision making and disposition of materials is possible. However,
while operational units will be similar in most ARL libraries, the level of effort
appropriate to a particular library will be based on many factors other than size,
including the age of the library, the scope and nature of special collections, whether
the library includes a major archives, the environmental conditions under which
the collections have been housed over time, the percentage of collections that cir-
culate, and the size of the student body in relation to the size of the collections.

12 20
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] Organization and Staffing Mode! for a Mature Preservation Program
ARL Library under 2 million volumes

Preservation

Preservation
Librarian ——— .5 Scaff Assistant

| A , ]

Binding and Shelf
Preparation’

Conservation Preservation

Replacement?

Binding Supervisor Collections Conservator Bibliographic
| | i Assistant
2-5 Library 2-4 Conservation
Assistants® Technidans®

Personnel: 8.5 - 13.5 FTE (2 professional)
Budgee: §.3 -.7 million

% of total Library Expenditures: 5-10%

% of total Materials Expendicures: 15-30%

Includes rraditional binding and shelf preparation activities, but excludes personnel needed for preparation
for mass deacidificadon.

Excludes staffing for externally-funded microfilming projects. Assumes both microfilming and preservation photocopy-
ing are contracted.

Paraprofessional positions could be filled with a combination of support staff and student assistants to equal FTE.
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2 Organization and Staffing Model for a Mature Preservation Program

ARL Library 2 to 3 million volumes

Preservation

Preservation
Librarian ———— .5 Staff Assistant

| 1

Binding and Shelf Conservation Preservation
Preparation’ Replacement?
Binding Supervisor Chief Conservator Preservation Review

| Librarian?
4 -7 Library Assistants! 0 - 1 Conservator® I
.5 Cataloger

3 -6 Conservation
Technidans* 1 Bibliographic Assiscant*

.5 Preparadon Assistant!
Personnel: 13.5 - 20.5 FTE (3.5 - 4.5 professional)
Budgee: $.4 - .8 million
% of total Library Expenditures: 5-10%
% of total Maerials Expenditures: 15-30%

Includes traditional binding and shelf preparation activitics, but excludes personnel needed for preparation for mass
deacidification. :

Excludes staffing for externally-funded microfilming projects. Assumes both microfilming and preservation
photocopying are contracted.

In some librarics this position may serve as the assistant head and the bibliographic assistant and cataloger may be
part of technical services.

Paraprofessional positions could be filled with a combination of support staff and student assistants w equal FTE.

A second Conservator may be needed depending upon the nature of special collections.
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3 Organization and Stoffng Model for a Mature Preservation Program
ARL Library 3 to 5 million volumes

Preservation

Preservation
Librarian —— -5 Suff Assisuant

1

Binding and Shelf Conservation Preservation

Replacement?

Preparation!

Preservation Review
| |

Librarian?
6-10 Library Assistants® 1 - 2 Conservators |
.5 - 1 Caraloger
4 - 8 Conservation
Technidans* 1 - 2 Bibliographic Assistants*

1 - 2 Preparation Assistants*

Personnel: 18.5-30 FTE (5.5 - 7 professional)
Budget: $.5 - $1 million

% of total Library Expenditures: 5-10%

% of total Materials Expenditures: 15-30%

Includes traditional binding and shelf preparation activities, but excludes personnel needed for preparation

for mass deacidification,

! Excludes staffing for externally-funded microfilming projects. Assumes both microfilming and preservation
photocopying are conrracted.

In some libraries this position may serve as the assistant head and the bibliographic assistants and cataloger
may be part of technical services.

Paraprofessional positions could be filled with a combination of support staff and student assistants o equal
FTE.

i
i
|
!
i
i
:
i
i
| Binding Librarian Chief Conservator
1
i
i
1
!
|
i
1
£
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4 Organization and Staffing Model for a Mature Preservation Program
ARL Library over 5 million volumes

Preservation

Associate/Assistant Director for

P tion ————  Staff Assistan:

l i l L
| I
Binding and Shelf : Preservation .o g B
Preégaration’ Conservation Replacement® | Photoduplication :

Binding Librarian Chief Conservator ~ Preservation Rlcvww Librarian*
I I
8 - 12 Library Assistants® 2 - 3 Conservators 1 - 2 Catalogers
7 - 10 Conservation 2 - 3 Bibliographic Assistants®

Technicians®
, 2 - 3 Preparation Assistants’

Personnel: 27-38 FTE(7-9 professional)
Budger: $.8 - $3 million »
% of total Library Expenditures: 5-10%

% of total Materials Expenditures: 15-30%

Includes traditional binding and shelf preparation activities,

but excludes personnel needed for preparaion for mass
deadidification.

Excludes staffing for externally-funded microfilming projects. Wi

thout a Photoduplication unit, microfilming and
preservation photocopying would be contracted out.

A Photoduplication unit is often associated with preservation and would typically handle microfilming and photo-
copying in addition to some public services functions.

In some libraries this position may serve as the assistant head. Cataloging may be done in the Cataloging Dept.
Paraprofessional positions could be filled with 2 combination of support staff and student assistants w equal FTE.
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introduction

Preservation Program
Benchmarks for Selected
Core Activities

The benchmurks presented herein were synthesized by the project team from the
results of the 1989/90 ARL Preservation Statistics Questionnaire. In addition to
this quantitative analysis, the benchmarks reflect the history and development of
prescrvation programs in ARL libraries. They are not intended to be prescriptive,

but rather are indicators of the level of effort that can be expected as a preservation

program develops. As with the suggestions for organization and staffing models,

the benchmarks are presented for collections of four sizes: under 2 million volumes,

2 t0 3 millicn volumes, 3 to 5 million volumes, and over 5 million volumes. The

figures reflect the level of preservation effort required for a central library collection.

They are not intended to reflect the level of effort needed to provide preservation

services for professional schools such as law or medicine, nor an extensive system
of decentralized or regional campus libraries.

Benchmarks are presented for personnel and preservation ~xpenditures expressed
as a percentage of the total library budget. Theseare overall indicators of preservation
program development. Production benchmarks are included for core activities that
are well established, and for which statistics have been kept by the majority of
libraries. Given the newness of most preservation programs and the ARL Preser-
vation Suatistics Questionnaire, and the differences in preservation record keeping
from library to library, benchmarks could not be provided for all preservation ac-
tivities underway in ARL librarics.

The benchmarks reflect an ideal, rather than a real, progression of preservation
program development. In reality, the maturation of specific components is likely
to proceed uncvenly. For example, a library may have developed its commercial
library binding program to Level four, but be at a Level two in its development of
a brittle book replacement program. A library with a professional conservator on
staff may have developed conservation activities to a Level three before it hires a
preservation librarian and institutes formal preservation planning.

As a general guideline, however, Level one programs may be characterized by
libraries chat carry out preservation activities such as binding and book repair, but
are not organized for a library-wide preservation effort that incorporates pro-
grammatic and planning clements. A preservation committee may have been ap-
pointed to assess the need for a preservation program. The committee may have
sponsored staff training sessions, developed training tools such as posters and
bookmarks carrying preservation messages, or put up an exhibit on preservation;
and the library may be considering the initiation of an ARL Preservation Planning
Program self study.

Level two programs may be characterized by libraries that have assigned certain
preservation responsibilities toa professional librarian on a part-time basis, but have

29
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not organized a preservatior: unit with distinct authority and responsibility for
planning and development. The preservation coordinator would typically work in
conjunction with a preservation committee to simulate grass roots preservation
program development through such activities as preservation education sessions for
staff, drafting an emergency preparedness plan, and writing a report for the director
on the need for conservation services. The library may be considering or may have
recantly conducted a ARL Preservation Planning Program self study.

Level three programs may be characterized by libraries that have made a com-
mitment to preservation program development, and have organized most preser-
vation activities into a formal preservation unit under the direction of a preservation
librarian. Typically the library would have conducted an ARL Preservation Plan-
ning Program self study or otherwise engaged in long-range preservation planning,
and would have codified a number of library-wide preservation policies. A Level
three preservation program would have core preservation components ir place (i.c.,
conservation, binding, staff and user education, disaster preparedness, brittle book
replacement); and would have identified the need for improved environmental
controls, additional professional staff for preservation, and an expanded reformatting
program.

Level four may be characterized by libraries that have programs of sufficient depth
and breadth to make significant progress in the preservation of the retrospective
coilections over the next two decades, while maintzining an appropriate level of
prospective preservation activity for incoming materials. Preservation policies are
fully integrated into all aspects of library services. The preservaiion program is
evolving to meet the changing needs of the collections rather than developing, as
with Level wree, in response to the identification of unmet needs. A Level four
preservation program is likely to require further growth in order to bring the level
of preservation activity into line with the need {e.g., so that . number of brittle
books replaced or reformatted equals the number of brittle books identified). Staff
would typically be engaged in planning for new programmatic elements sich as
mass deacidification and preservation of non-book collections.

26
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Preservation Program Benchmarks for Selected Core Activities

ARL library with under 2 million volumes

Personnel (number of full ime equivalent skoff, induding student assistants)

professional suppoit stoff total staff
Level one: 0 <2 <5
Level two: >0 -~ <l 2-5 5.9
Level three: - 1-<2 >5-7 >9-12
Level four: >2 >7 >12
Exparnditures os a percent of total fibrary budget
Level one: 4%
Level two: > 4-5 %
Level three: > 5-6 %
Leved four: >6%
Conservation Treatment (volumes treciad) )
minot intermediate
Level one: < 1,800 <150
Level two: > 1,800-4,000 150-850
Level three: > 4,000-6,000 > 850-1,500
Level four: 6,000 > 1,500
Protective Enclosures
Level onez < 1,000
Level ewo: 1,000-2,000
Level three > 2,000-3,000
Level four: > 3,000
Commercial Library Binding
expendifuies number of volumes
Level one: NA NA
Level two: $37-$70,000 3,700-7,000
Level three: > $70,000-$130,000 > 7,000-13,000
Level four: > $130,000 > 13,000
Reformaiting (microfilmed and photocopied volumes)
Level one: <50
Level two: > 50-300
Level three > 300-800
Level four: > 800
19 Y
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Preservation Program Benchmarks for Selected Core Activities

ARL library with 2 to.3 million volumes

Personnel (numbaer of full fime squivalent siaff, incuding student assistonts)

professional support staff total staff
Level c;nc: 0 <3 . <5
Level two: 0-1 3-5 5-9
Level three: >1-3 > 5-8 > 915
Level four: >3 >8 >15
Expenditures as a percent of fokal library budget
Level one: <4%
Level two: > 4-5%
Level chree: >5-7%
Level four: >7 %
Conservation Treatment (volumes frected)

minor intlermediate

Level one: < 2,500 <300
Level two: 2,500-5,000 300-1,000 -
Level three: > 5,000-8,000 >1,000-3,000
Level four: > 8,000 > 3,000
Protective Enclosures
Level one: < 1,500
Level twa: 1,508-5,000
Level chree > 3,000-5,000
Level four: > 5,000
Commerciai Library Binding

expendilwes number of volumes
Level one: NA NA
Level two: $80,000-$120,000 8,000-12,000
Level three: >$120,000 -$200,000 > 12,000-20,000
Level four: > $200,000 > 20,000
Reformatting  (microfilmed and photocopied volumes)
Level one: <100
Level two: 100-500
Level three > 500-1,500
Level four: > 1,500 ‘
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Praservaticn Program Benchmarks for Selected Core Activities

ARL library with 3 to 5 million volumes

Personnael [number of full fime equivalent staff, induding siudent assistants)

professional support staff
Level one: 0 <3
Level two: 1-2 > 3-8
Level three: >2-5 > 8-12
Level four: >5 > 12

Expenditures as a percent of total library budget

tolal staft

<5
> 6-12
>12-1¢9
>19

Level one: <4%
Level two: >4-5%
Level three: >5-7 %
Level four: >7 %

Consarvation Treatmerr {volumes treated)

minot . intermediate

Level one: < 5,000 < 500
Level two: 5,000-7,000 500-1,000
Level three: » 7,000-10,000 » 1,000-3,000
Level four: > 10,000 > 3,000
Protective Enclosures

Level one: < 3,000

Level two: ’ 3,000-5,000

Level three » 5,000~7,000

Level four: > 7,000

Commerciat Library Binding

e:penditures number of volumes

Level one: NA NA

Level two: $200,000-$250,000 20,000-25,000

Level three: »$250,000 -$350,000 > 25,000-35,000

Level four: > $350,000 > 35,000

Reformatting [microfilmed ond photocopied volumes)

Level one: <500
Level two: 500-1,000
Level three > 1,000-3,000
Level four: > 3,000

24
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4 Preservation Program Benchmarks for Selected Core Activities
ARL Library with more than 5 million volumes

Personnel [number of full ime squivalent staff, including student assisiants)

picfessional support staff total staff
Level one: 0 <5 <10
Level ewo: 1-3 515 10-20
Level three: >3-7 > 15-20 > 20-30

Level four: >7 >20 > 30

Expenditures as a percent of tolal library budget

Level one: <£%
Level two: 4-6 %
Level three: >6-8 %
Levsl four: >8%

Conservation Treatment  (volumes reated)

minot intermediaie

Levsl one: < 10,000 < 1,000
Level two: . 10-15,000 1-3,000
Level three: > 15,000~20,000 > 3,000-5,000
Level four: » 20,000 > 5,000
Protective Enclosures
Level one: < 5,000
Level two: 5,000-7,000
Level three »7,000-10,000
Level four: > 10,000
Commercial Library Binding

expendilures numbet of volumes
Level one: NA NA
Level two: $200,000-3$400,000 20,000-40,000
Level three: >$400,000 --$500,000 30,000-50,000
Level four: > $500,000 > 50,000

Reformatting [microfilmed and photocopied volumes)

Level one: < 1,000
Level two: 1,000-3,000
Level three > 3,000-6,000
Level four: » 6,000
()
J()
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332 Karl G. Schmude

Karl G. Schmude

The Politics and Management of Preservation Planning

The subject of preservation is a relatively new item on the agenda of the world’s
libraries. No doubt it is true that the fragile and deteriorating condition of print-
based materials has been known for a considerable period: in 1898, for example,
aninternational conference was held at St. Gall on the subject of paper decay and
conservation; and from the 1930s onwards, chiefly as a result of the pioneering
work of the American researcher, William Barrow, the rapid rate of book and
paper deterioration has been documented with increasing clarity.

Yet despite the level of technical awareness of deterioration, it has only been in
recent times thatan official and widespread recognition has occurred among those
concerned with libraries and information services. Indeed, it is only within the
past decade that the full significance of preservation has begun to be assimilated
~notsimply as anotheritem added to the library agenda, but asanissue which calls
for a major recasting of that agenda. Preservation is increasingly seen as an issue
of fundamental importance. It places in a new light the range of policies and
practices which libraries have long followed. For the value of library services will
not mercly be diminished by deteriorating collections, but finally destroyed, since
the basis of such services ~ namely, material records in some form — would cease
to exist. .

Given the overwhelming significance of library preservation, why has it taken
such a_long period for the problem to gain public prominence and political
attention? Why is preservation not yet attracting the kind of funding support and
managerial control necessary for the future viability of library services?

The answer, in part, relates to the sheer magnitude of the issue. Preservation
cannot be neatly categorised or confined. Itis not readily manageable. It touches
virtually all aspects of library processes and services. What libraries select and buy,
what form this material comes in, how it is to be handled and housed, what
conditions of access will apply to it ~ these and other basic issues are subject to
questions of preservation, which will finally affect the decisions taken in various
spheres of library operation,

In one sense. the growth of library preservation in the 1980s raises the sort of
issues of politics and management as the development of library automation did
in the 1960s. The advent of the computer has had a profound and pervasive impact
on libraries. being first applied to library records and internal processes - so that
there emerged automated versions of manual systems — and eventually advancing
to astage where it is revolutionizing the retrieval and use of information. Library
automation has thus developed from an isolated tool affecting the fringes of
library service to a central system that integrates and informs all aspects of
information supply. Preservation would scem to be having a similar kind of
conditioning influence on the priorities and perspectives of librarianship, and to
be posing a simular set of political and administrative challenges. It is developing
from a single concern to un issue of pervasive importance.

IFLA JOURNAL 16 (1990) 3
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The Politics and Management of Preservanon Planming REK]

Apart from the diffused nature of the preservation need in libraries. a number
of other factors have worked against progress in preservauon planming and
management. The first is that preservation represents almost a reversal, or at the
very least a major new empbhasis. in the contemporary shape and direction of
library services. In recent decades, libraries have given major attention to
promoting the use and accessibility of their collections and services - at times to
the detriment of the physical condition of those collections. This is not to suggest
that libraries have failed to give attention to preservation needs: they have, for
example. sought to improve the physical environment in which their collections
exist (by means of air-conditioning and other devices), and devoted a certain
proportion of their funds to preservation measures (such as binding): but it is fair
to say that preservation has not been a pronounced concern among librarians.and
that the need has not been felt to reconcile the promotion of use of library
collections with their durability-a balance which would ensure the long-term (and
not merely the short-term) availability of the knowledge which these collections
contain. In short, librarians have emphasized the imperative value of access to
information, but have not given comparable attention to the condition underiving
future access to information - namely, the preservation of library collections.

Asecond factor which hasinhibited preservation planningis the formidable cost
of preservation programmes. This cost poses special difficulties in a period when
livrary budgets are under intense pressure —~ as a result of multiplying user
demands, the emergence of electronic information media. the continuing
explosion of printed publications. and the pressures of inflation and international
currency fluctuation. To date, new technologies (such as optical disk) have not
proved sufficiently reliable to relieve the financial burden of preservation efforts,
and favoured programmes (like conversion to microfilm) remain formidably
expensive.

A third obstacle to preservation planning has been the confusion between
“restoration” and “preservation”. A general tendency exists to confine
“preservation” to the maintenance of rare materials and special collections. and
not to comprehend it as a need which applies to library materials of all kinds and
ages. While the preservation of library materials clearly has an affinity with the
preservation of archival records, its nature is decidedly different in a number of
respects. Library preservation involves large quantities of bound items and calls
for strategies of improvement in the chemical stability of whole collections.
Hence, the preservation techniques suitable for archives - such as aqueous-based
methods of deacidifcation applied to individual documents - are not readily
adaptable to the mass problems of library deterioration.

A fourth impediment to preservation planning has been the difficulty in
developing effective forms of cooperation between libraries. There is a general
recognition that no single library can master the problem of decaying collections,
and that there must be a coordination of preservation programmes. However,
while libraries have a long and honourable tradition of ccoperation, the
preservation challenge requires a measure of comprehensiveness and
sophisticated planning which exceeds any previous level of cooperative
achievement.

A final factor militating against preservation has been the notion of planning

IFLA JOURNAL 16 (1990) 3
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334 Karl G. Schmude

itself. especially in a long-term context. Such planning has proved difficult in a
period of swift and unabating change, and it has been at odds with a cultural
climate in which obsolescence is planned rather than durability.

These various factors have not only affected preservation planning in the past.
They are also of significance for the future, since they establish the political and
managerial context in which preservation goais will be pursued in the 1990s.

I would now propose to set forth a number of preservation goais in relation to
this political and managerial environment.

The first goal is to assert the importance of preservation as a cornerstone of
library services for the future. Only by ensuring the physical durability of library
materials can effective access to information be provided for-forthcoming
generations. The va.ue to be attached to preservation, therefore, is the value
which is attached to library services themselves. The engines of our society -
economic, educational, political, technological, and cultural - will only be able to
function on condition that information is preserved. The alternative is a form of
coliective amnesia as society loses the sources of its memory.

A second goal is the attraction of sufficient funds for preservation. Several
points might be distinguished here. The first is that preservation actuaily involves
two problems —a retrospective one pertaining to aiready published materials, and
apresentand future one relating to the practices and cost structures of the printing
and publishing industries. These two dimensions require different political
approaches and funding strategies. The restrospective problem calis for an
injection of funds. mainly from public authorities and private agencics concerned
with cultural values. to preserve materials in their existing formats or transfer
them to alternative formats. By comparison. the ongoing problem requires, onthe
part of publishers. widespread adoption of “permanent paper”. In both cases. it
might prove politically effective to link the preservation of the world's heritage of
recorded knowledge with the preservation of the world's natural environmentand
heritage of buildings. Both of the latter movements have been highly successful in
achieving a political status for the cause of preservation. and a useful strategy
might well be to present cultural preservation as a necessary extension of the
preservation of nature and of the built environment.

Another aspect of funding is that. while preservation needs will undoubtedly
force libranes to divert existing budgets from areas like book acquisitions and
plant maintenance in order to shore up their collections. such needs aiso provide
an opportunity to seek new sources of funding which libraries have not previously
been able to tap to any significant extent — for instance. private foundations and
goverament agencies outside the immediate sphere of library services.

A final observation on funding is that libraries will face the need to clarify the
prionty which they attach to preservation — as against other funding needs like
book acquisitions. Preservation may. indeed. be legitimately seen as a form of “re-
acquisition”™ - a process of reassembling library coliections by making new
judgments on the value of the materiai. and confirming the desirability of
preserving and housing 1t into the future. To a growing extent. libraries may have
to decide between “re-acquisition™ (i. e. preservation) and “new acquisition™

(i. ¢. purchasing new holdings). ind achieve a balance between survival of the old
and coverage ot the new. Criteria will have to be developed - focusing on such
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The Politics and Management of Preservation Planning 335

factors as the needs of a library's clientele and the informanonal and mstorical
value of the material requiring assessment — which will enable decisions to be
taken in a context of proper planning.

A third goal of preservation planning is to make clear the comprehensive nature
of library preservation ~ that it is. indced. prescrvation of “the ordinary ™ (as the
American documentary film, Slow Fires: On the Preservauon of the Human
Record. described it). and not simply of the rare and the conspicuousiy valuable.
Library preservation is about the basic informational nceds of society. and the
means necessary for continuing to service those needs. It is about the survival of
a cultural heritage in the broadest sense.

A fourth goal relates to the need for cooperative endeavoursin an cnvironment
of library interd2pendence. Stratepies are already being developed — 1 particular
countries. and even between countries — which involve the acceptance of
responsibilitics on the part of individual institutions within a context of goals and
objcctives that transcend institutions. Libraries will be called upon to adhere to
preservation standards — in areas such as eavironmental control and handling
techniques - and to produce collection development and service policies which
rclate to broader goals than those of an institution’s local chicntele. These goals will
commit libraries to preserve certain portions of their collections - pertaining to a
particular subject ficld, gcographical arca. istorical period. and soon - which will
cnable other libraries to plan the development’ and management of their
coilections in a complementary way: and thereby maintiun as broad a span of
library matcrials as possible

Such goals will also be of political importance. for they are likely to offer
individual libraries a new measure of financial protection. extending at least to
those parts of their collections which they are building and preserving for a wider
clientele (such as a national or international community). In this respect. tools of
collection analysis (such as the Research Libraries Group Conspectus) have a
political as well as a managerial dimension, in that they highlight the broad
significance of an institution’s collecting policies, and thus intensify the pressure
on that institution to maintain such policies.

Conclusion

The aim of this paper has been to examine the political and managerial aspects of
preservation planning. Such aspects are of relevance to library services. since they
provide a key index of the value that i¢ placed on such services. Where the
preservation of library mazerials is neglected, the viability of library services is at
risk. Thus, any effort to heighten the political profile of preservation will not only
contribute to the durability of library collections. It will also serve to enhance the
value of library services.

About the author
Karl G. Schmude is University Librarian, Dixson Library, University of New
England. Armidale, New South Wales 2351, Australia.

[Mr Schmude's paper was delivered during the 55th IFLA Councail and General Conference. Panis, France, 19-26
August 1989. |
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TABLE 1 (cont.) 8
PRESERVATION PROCESSES—COSTS PER VOLUME IN #8/39% =~
No. Process Dept. Stull Supev  RLINsee. RLINterm  Pnee G < Shipping  Supphes Equip. wal Tatalrval ;
D. Replacement desiderata listing . ;z!
D1 [nitinl bibl. review s 261 $261 8201 .
D2 Biblpredrdsearcht CCMSU 702 $035 $086 $0.10 .33 641 @
D3  Ordertyping’ CCMSU 152 005 157 . 2
D4  Bibl. review order® 0.26 0.26 0.20 ~—
D5  Place ordert O/PCat 084 009 028 0O1I0 131 1.00 .
D6  Recneg responset  Acq 048 006 023 010 087 067  m
D.7  O.P request 1.06 .00 206 158 )
D8  Bibl. desider. file 260 260 200 g_
Detiderata total $1639 $055 $137 $030 $ 100 31961 31508
*10% of total orders; costs of 10% spread over all ES
150% of desiderata determined! to be unuvaslable only after ordering g-
$RLIN/OCLC search: OCLC seasch for 67% spread over all &
E. Rebinding x
E.l Preparebindingslp MatPro  $ 001 8 009 s 001 si100 si101 @&
E2  Commercal bind $1000 10.00 1000 =
E3  Packunpack MatPro 015 o001 0.16 016 S
E4  Shelf process MatPro 061 006 067 067 &
ES Clewcrc DptLib 030 03 o023 3
Rebinding total $197 $016 $000 $000 $000 31000 $000 38001 $000 81214 31207
F. Boxing
F1  Preparebindingslp MatPro 8 091 8 009 $ 001 $101  $101
F2  Create bx Cons $10.00 1000 1000
F3  Clexrcirc. DptLib 030 03 030
Boxicg tota) $121 $009 $000 $000 $000 31000 3000 3001 $000 S1131 81131
C. Repue
C.1  Prepawrebindingslip MatPro 3091 009
G2 me(‘i_,*‘ o oo oo $0018 101 8101
C3 Cleaar. Dptib 030 1.8 949 949
Repair total $750 $137 $000 $000 0% siom
: : ] 00 3000 $000 $000 § 184 !
H MicroRlmng $000 31080 31073
H1l  Inrial bibl. reiew $ 261
H2.  Bibavalseacht  CCMSU 702 $035 3086 3010 320 szl
H3  Prep.inc.quese  PRO 638 064 01l Ol ;o
H4 . Filming MAPS 92980 5072 ror 559
H5  Qual controlt Repro 003 o 252 A5
H6  Post-Rlm process PRO 319 032 00 0w
H7  MN storage§ PRO 013 002 351 290
. 012 020 047 047 o
H8  Print. masterstore§  PRO 013 002 0.15 030 0
H9 ng oMC 941 150 147 043 by ¢
H10  Shelfistdabel CaMs 192 025 A
HAl  Withdrawal (bib)* A28 517 038 ool 2
H.12  Withdrawal (item)* Al B 048 000 000 o.g 100 om oo oo S 5% 4mm
} ! 0. 060 000 000 000 0.00 048 O
H.13  Pos. recpustore Dptlib 150 008 ' I
H.l4  Clewr cure record® DptLib 0.15 tﬁg tlfg D
Microfilming total 83512 $3% s2 ' ' 8
5% of total B ’p':fd o $245 3067 $000 $2307 $092 $0.00 $000 86879 050 2
tRLIN/OCLC search: OCLC search for 67% spread over ull =
$10% of total Rlined. spread over ull 2
§5 titiew/reel @
Sy
1. Photocopying <
1
{::11 ge‘:m fonn:opy PRO s09l 8009 w500 2 001 101 3101 3
13 Packunpack PRO 015  Go2 T s 100 &T'?-) ss.?g 3
14 Processrecerpt  PRO 160 016 7 1% 8
15 Catalogng oMC 512 020 $042 3019 563 a8
16  Shelflisting CatMai 192 035 T
17 Sheil process MarFro 061 0.08 217 167 -
0.67 0.67 X
Q Photocopying total $1031 3078 $012 3010 $000 38500 $100 $00I $000 $7T41 $75.20 d
30
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TABLE 1 (cont.) 8
. PRESERVATIOM PROCESSES—COSTS PER VOLUME IN 84/898 =
No. Process Demt. Stalf Suprv. RLINwe, RLINterm  Prwe  Comecmt  Shippemg Supplies Exqup. Total Totabiwd. E
J- Inventory 7
J1  Cleaning $010 $0i0 sol0
]2 Shelfread CCMSU 8 0.08 003 008 &
]3  Inventory CCMSU 0.8 8002 0.20 020 =
}4  Quicksearch® CCMSU 0.25 001 0.26 020
J5  Formprep.t CCMSU 069 00! $ 002 032 055 ¢
- lnventory total $105 $004 $000 3000 $000 $010 $000 $002 $000 $131 s108 =
*7% of total inventoried., spread over all : é‘
l 123.5% of total inventoned. spread over all &
S
=
. s
2
&
S
' TABLE 2 §
PRESERVATION FUNCTIONS—COSTS PER VOLUME IN 88/89%
No. Function Dept. Stall Suprv  RLINs RLINterm  Pree Contract  Shipping,  Suppbes  Equp. Total Totalvol.
1 lavento:y
Cleaning 010 $0.10 $0.10
] Shelf vead CCMSU $0.03 0.03 003
| Inventory CCMSU 018 3002 0.20 020
| Quick search CCMSU 025 ool 0.26 0.20
| I Form prep. CCMSU 068 001 $0.02 0 055
Inventory total $1IS  $004 00 000  S0X 3010 3000 $002 8000  sl31 $1.08
l angliingneinnm
2 Sibliographer revieny
' 'llm(lall tbl. review $2.61 $2.61 3201
Bib. revvew total $2.61 s261 3201
3 Seurching
Biblpre-ord search CCMSU $7.02 8035 3086 30.10 3833  $641
I Searching total CCMSU $7.02 3035 3086 30.10 8833 2641
4 Repl. ordenng -
gir::r oping CCMSU :(l’jg $0.05 SI5T  sp21
Place order O/PCat 168 018 3055 3010 028 020 ;
Ordenng total $346 8023 WSS 010 3000 000 %000 3000 000 MM ©Wu 53
5  Desderataprocessing
Order tyming CCMSU $1.52 3005 SIST  s101 .
Bibl. review order 0.26 02& 0.2 %’:
. Place order O/PCat 084 009 $028  $0.10 131 10 =
Rec neg. response Acq 048 006 023 010 087 067 o
O.P. fequest Acq 1.06 $1.00 206 158 °
Bibl. desider. file 2,60 2600 200 9
Desiderata total $676 3020 0S1 3020 3000  S1.00 3000 3000 3000 $867 3666 2~
6 Reglmmem receipt §
ecene/pay Acq $250 8030 S046 8010  $35.00 e
Precat process. O/PCat 479 02 055 0.0 Yo ia X
i Recerpt total $750 3056  S101 3020 33500  SOUD S000 S000 3000 $H36 83412 ?
T Replacement catuloging ]
Catakoring CwCopy 81035 S131  s0i1  suly ; 2
Bindune MMP:I? 00  on sy sz B
2 $0.50 $0.00 052 on1 3
Shelf process, MutPro 061 006 ‘ 067 067 §
Depe. recerpt DptLib 300 015 38 242 B
Repl. cut. totud $1406  S154 S0l sOUS  so0 US) SO0 8000 3000 81639 81292 s
=
r Q b
ERIC 31 <
4 a
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TABLE 2 (cont.)
PRESERVATION FUNCTIONS—COSTS PER VOLUME IN 38/89§
No. Function Dept. Stafl Suprv. RLIN ere ALINterm  Prite Contract  Shipping Supphes Equp. Total Totabvol.
8 Filming
Prep. incl. queue PRO $638 s064 8011  s0.14 $7.27 $5.59
Filming MAPS : $22.40 $0.72 2352 2352
Qual control Repro $0.03 _0.03 203
Post-film process PRO 3.19 0.32 151 270
MN storage PRO 0.13 0.02 012 0.20 047 047
Print. master store PRO 0.13 0.02 ) 015 0.30 30
Filming total $9.86 $1.00 $0.11 $0.14 31.00 $23.07 $0.92 $0.¢c0 30.00 $33.10 $32.61
9  Photocopying
Prepare forms PRO $0.91 $0.09 $0.01 $1.01 s1.0l
Commercial copy $55 00 63.00 65.00
Fack/unpack PRO 0.15 0.02 $100 117 117
Process receipt PRO 1.60 0.16 158 1.35
Photocupy total $2.66 $0.27 $0.00 $0.00 $0.00 $65 00 $1.00 $0.01 £6.00 $68.94 $68.53
10  Catalog film
Cataloging oMC $9.41 $1.50 S$1.47 043 $12.81 $9.85
Shelflst/labe} CatMai 1.92 0.25 217 217
Pos. recpt/store DptLib 1.50 0.08 1.38 1.58
Clear circ record DptLib 0.15 0.15 0.12
Catalog film total $12.99 $1.83 $1.47 $0.43 $0 00 $0 00 $0.00 $0.00 $0.00 $16.71 $13.72
11 Caalog photocepy
Cataloging OoMC §5.12 %020 s0.12 %019 $5.63 $4.33
Shelflisting CatMai 1.92 0.25 217 1.67
Shelf process MatPro 0.61 .06 0.67 0.67
Catalog copy total $7.65 $0.51 $0.12 20.19 30.00 $0 00 $0.00 $0.00 $0.00 $8.47 $6.67

12 Withdrawal, bib,

GC withdrawal CatMai $6.47 $0.47 $6.94 $5.34
RLIN withdrawal CatMai 0.18 002 3002 022 o0l7
NOTIS delete CatMai 020 001 . 021 0.6
Dept. card wtdrl DptLib 3.19 025 344 2.65
Clear cire. Dptiib 0.30 030 023
Bibl. w/dnw total $10.34 $0.75 $0.02 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 s11.11 $8.55
13 Withdmwal. item
Item removai ShiRec 30.96 $0.96 $0.96
Withdrawal (item) total $0.96 $0.96 3096
14  Rebinding
Prepare binding slip MatPro 3091  $0.09 $0.01 $1.01 $1.0f
Commerial bind $10.00 1000 1000
Packiunpack MatPro 015 00l 016 016
Shelf process MatPro 0.61 0.06 0.67 0.67
Clear cire. DptLib 0.30 0.30 0.23
Rebinding total 3197 $0.16 $0.00 $0.00 $0.00 $10.00 $0.00 $0.01 $0.00 $12.14 $12.07
15  Boxing
Prepare binding slip MatPro 3091  $0.09 $0.01 $101 $1.01
Create box Cans $10.00 10.00 10.00
Clear cire. DptLib 0.30 030 030
Boxing total ) $1.21 $0.09 8000 3000 $0.00 $10.00 $0.00 30.01 3000 81131 $11.31
16 Repuir
Prepare binding ship MutPro 3091  $0.09 $0.01 sLut
Repusr work (ave.) Cons 6.33 1.28 1.83 9.49 sél)g’:l)
Clear air. DptLib 0.30 0.30 0.23
l: l{l{c air total $7.59 $1.37 $0.00 $2.00 $0.00 $0.00 $0.00 $1L%4 $0.00 $10.50 $10.73
JAruntext Provided by ERIC r“
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TABLES 3
PRESERVATION PROJECT MODFEL ;
BY PROCESS BY FUNCTION 3
No. of vols: 155,340 . No. of vols: 135,350 1%
Category % of cut. % of total No. Cowt FYW9 Function No. Cust FYHS .
Missing 5.0% 7769 Inventary 155.350 sisrslo &
Replucement 50.0% 2.50% 3.945 $254 979 Rewvtew 24.549 49.343 >~
Desiderata 30.0% 1.50% 2,331 35.147 Seurch 21,072 135071 -
Withdraw (bib) 20.0% 1.00% 1,554 16.404 Order - 6.956 232 °
Des. proc 2,331 15322 =
Brittlesstable 26.66% 41.426 0 Repi. rec 6.966 28352 3
Repl. cat 6.9546 2025 &
" Brittle/unstable 1245% 19.342 Film 11,756 383464 L
Repur 10.5% 131% 2,029 21.770 Photocopy 1.178 50731 =
Box 2.8% 0.34% 534 6,036 Film cat. 11,756 161285 3
Replace 16.0% 200% 3.101 206.540 Photo cat. 1178 T R
Film 547% 681% 10577 629.359 Withdraw thib) 14.943 127765 o
Film and photo. 6.1% 0.76% 1.178 158.681 Withdraw tem 10.902 10466 8
Withdraw 99% 1.24% 1.923 22,155 Hebind 4.409 53.214 a.
Bax 534 6.036
Not bnttle/OK 49.95% 77609 0 Repar 6.85¢ 73.546 §
<
Not brittle/not 0K 5.94% 9.234 Total $1624.049 3
Repar 52.3% 311% 4.825 51775
Rebind 47.7% 2.84% 4,409 214
Inventory 100.00% 155.380 167,310
Total cost FY59 $1.623.474
Note: Slight cifferences in bottom line totals due to ding costs per vol used in formulas to whole cents.
TABLE 6
- PRESERVATION PROJECT MILESTONES
Function Totalne.  Quarter 1 2 3 4 s § T 8 9 10 1 12
Inventory 155.380 23.307 38.845 38.845 31.076 23.307
Bibl. rev. 24,549 4081 4091 4081 4.092 4092 4.092 ™~
Search 21072 2107 3798 3793 3793 3793 3.793 =3
Repl. order 6.986 699 1257 1557 1957 1258 12s8 a
Repl. receipt 6.986 699 1257 1257 1257 1258 1258 *
Repl. cat. 6.986 699 1257 1257 1257 1258 1958 &
Desiderata proc 2331 351 396 396 396 396 396 E
Microfilin 11.756 1175 LIT5 1881 1881 1881 1881  1.882 ce
Microfilm cat. 11.756 LITS L1175 1881 1881 1881 1881  1.882 Q
Photocopy 1.175 383 393 392 2
Photocopy cat, 1.179 303 393 392 ]
. . - Q
Withdraw (bib) 14.943 623 1432 1432 1432 1432 1402 1432 1432 1432 1432 1432 &
\\nﬁdm (item) 10.902 1817 1817 1817 1817 1817 1817 ';;:
Rebind 4408 400 400 40 01 401 )| 401 401 401 401 101 m
Box 34 44 4 48 - 48 49 49 49 49 49 49 3
Hepar 6,454 623 633 623 623 623 623 633 623 623 623 624 3
Q 5
ERIC 46 3
34 =
-y

.




TS . o8 % 168 w205 eizer ol g mey
0o 00 loce 00 00 [1} 8 0ot tuay
00 00 L8t 00 00 [ 1] 00 BUNS
va 00 00 01508 00 00 00 si6 siymy
00 00 00 80421 00 [ 14 (X711 oMo
09 (1} 0 063 00 00 00 sl oud
00 0lo8 00 00 [ 24 00 00 *inepy
00 00 00 4 6001 0o 00 oot L6 04 )
00 (1] 1609 00 00 o o0 dov
00 00 00 [ 4} 00 108 0o »340
b ise L1
'ie vyso3 '19ys 00 sus 00 00 111,00 %]
ey
"l nsnoo
Loce s ool o3
T L] anpe
seduy
(2] NSNOO
18 o1 o
Jujzog
AL 11149 ]
[ Fid] el oirn
uppuiqey
L By
o ‘famasiy
1ore g (1314103 )
$sisl cis Lifa Lje]
THY pPeeipyny
[ 1] " s
00 (1] Lo e
(1] oo « ONO
Messreyd Sopiery
re» ¥ nsKoo
soer 1 4.4 L s L]
rorL Tecl ono
wy Zopey
e st (Y} 0y
Rupldeonjoyy
(X 73] 1 1.1 ] "y
Buwpy
o0y 15 NSN30
1474 ot o110y
Leon cost 4dorym
BviBor e jeswsaeduy
14 7] cog Lk
tolg L9 "
Wreses !!e.uo..m.‘
oes res bay
302 cs Lged o)
ool W
F ¥} ”3 (1113 (e o]
Sercord wveping
siss L 11 N0
" vq
Lees (1) NsK.
Bupiepse ooy
Lotz riot H3O
ayameg
Toe sapses soqduiloyqig
'8 (4.4 nSNOOD
Lrowerug
nvo mvo Al YR AvVE 81vos [ Bl oy —pvey

¢ uvay sunoygj 44VIS—SN OILONNY NOILVAYASTYY

(o) 2 gy

6¥/ uopposasasy sof papopy 18D o (1)SC o SLYT

ris

(1.4
1414

ooy

sTLy

[ 14]

¥ 11
yoeLe

1

[ 1411

e

e

Llsd

st
€3

re
el

1083

L

"t

- 00
00

00
00
(1]

wel
nn

83
£3
cs

ris

900t

Buprepas poiwese)

nsrd w"

wx)

uyaseeg

ssper sydvilogqig
S$HID

:bﬂco»..—

v mnvo

N YE

AvVE

21v03

01vDt oy

A o |

T UVIL SUNOJ] J4VIS—SNOLLONN  NOLLVAUESTUY

L3a1avL

uaajom pvo “papuopy ‘vl o (1)S¢ o SIHT /8F




v --..—.Pa.-n\ L ZIC AN v-—.—uc:.- Cﬂm.
-Unj a) uoseas spfy 104 "K)ARDE jo Mo
-0 pue ujuty; uo paseq suoppauny dnos3
0) A1essadau sy 33 yaafoid uopealosasd
® wouj Bupinsal sjaaa) Bupzgeys pue Ljjapn
-9 30ipa1d o) sap1o uf ‘sny |, “Kijapoe Juy
-Yoreas apnjau} Jupuryyy pus suauaos;d
-21410q ‘aaue)su] 104 “SIAJ)OR UOILIINS
apnjauy sas3001d autos ‘osjy ‘sseao1d ayy
10 pua £13A 3Y) [HuN N200 JoUURD ey
os emmipyym pus 3uBojmes Ajjeu
‘) pue ‘sapjapoe Aupuy-jsod ‘Bupuyy
13e1U0d ‘sapjapoe Bupurpyy-axd sapnpo
-uj ssao01d Bupuggorvus ayy ‘ajduszxa
104 -au)} jo ueds juwaggyuBdys ® 1340 13%0
UED JBY) SUOHOUNJ 3)3205]P JO sa}1as ® asyad
-0 | 3|qe;y uf paujpno sassasosd ayy

(D X1aN34ay ‘p-Z ST1RV])
SNOLLONN { NOILYANTSTH

*PaIRIpU) JuaUnBaN
PUE W) 3Y) JO 1of}PUGI IY) 10321 yeYy)
sutio] 1aford oo pawd sgyjays ap Buy
-Sdvomoyd pue Supynd se jjaw se jua
“1ea1y sannbaz je) way yoma so) pro
*323 UNHRINSILD B j0 HONEDId Jtf) sIrjor
-up US| 33300 S1ujuaAug ayL sealw
Bupios pus sajy) uopenai yuRaaps Uy
Pu® J]ays 3y uo ujeds payaseas sy punoy
10U Wway yoey ‘sajouedasosyp Aupywo
“IPU) PUR $33|ats 2y 1supeBe Is1])ns ay)
Buppays sapnpug ssasosd Samuaauy )
pue “s[[epuy 12pao uj uepddfod ayy nd
0) 5} BUIPEAF[ANYs 2N |, "WIPY [RIMMUWIOI
® 0) ssaz01d ay) Funprnued uv paseq
are Bujueapy jo 1803 ayy  -Aropuazu)

JPYs 3y
10j awnjoa ay) Buyssacord pue ‘Adooco;
-oyd ayy Bujdojeies ydyasas uo wayy Buj

o4y 'seprajew ayy Busyordun pue Juy
-yaed *suning jo uopriedard ayy sapnpouy
ssas0ad ay g, ‘neasng dpa9s v oy fupidos
-0104d uopeaasasd ay) yno Buporsuos
uo paseq e sys00 ayy, Jupidosojoyy

*paieapd sy awn
-loA [eui3iz0 ay Joj p1029s LoONENOLK
a) pue ‘sjauiqrd ayepadosdde uy (1ziqy
{miuaunsedap ay) u posoyssp wigyy aayasas
AL “UMTBIPIIES M ([ PALI] SR orp)
Jo aunasnd Sypg pojgep saxig ugy ay
pue ‘paisiyy[ays ‘paiu|eied ase sty ary L
*[221 1ad saiy aayj a3e19aw ur uo paseq

318 SUCHIUN} a53Y) 10} S1S0D ‘SIYW

18 s13)sew Bupuped agy ‘aysyjo pasoys
$] aapedau 1ajsein ayy, jonuod ydesd

-

“O1141Y 10 W3S pue Ino paaNu| *sp10331
AP Yiis payairw "paajadas asm sy
AL 19w Bugag are sjuawasinbas sy
-fenb oy yeip asnsse 0 sty ay jo %ol
43992 1w 301JJO Bupeuiiojay uopea
-19sa1d sopreiq)] Iy C[onuod Lijjenb
(I ApnPUE 51503 SHYIN L “(SAViN)
Aa[ALAG UofjeAatasald ofjuR|Iyply
2) Y11 12843002 ¥ vo paseq s} Fujiwy) Jo
WO L “NI'TH uj pananb sy ain gy pun
“idoy ase sp1o3a1 ‘pasedasd 212 sjpadiey
(dwnfoa ay) apsiduies o) apew sy yduny
-1e ue ‘apapchuoauy jy pue) ssaumadwsoa
10} pa)2]|0d 5| Swnjoa yosy Buguipy)
10§ paedasd sy apip ay) ‘punoy sy auous
11 wawadedar wypgosdju ajgrjrean
J0) pagaseas sy apn aq “raydesdoggg
YL ¢ MmagAIL [RpjjuY UW 1)y *$aujy
-3pInA [eajuYaa} dnoug) sapseag)y yaaeos
-3y Y1 smofjoj sapaw1q)g ay) e Busuyy
-ojw jo ssaoord ayy  Bupupfossyy

pasinbas awp ‘Jjuis jo 2aa)
ssafjddng ¢34 ‘ad§ yowa Sq pajiriua
1509 2t pue saywdas jo sad €y jo g pue
saquiny apy jo anapsades Siomsogeg
wosg —5.....:..:.% st sspmcdas jo pod alie
-d0am oy sagpddns pwuspup Bupnbag
sjuaunean soujus jeaids) Jo 1500 s¥wiane
U® U0 paseq sf 1502 PIYBIYSI Ay 1 “asnoy
-Uj Avop sy Y16m Yy Inq ‘Bugpuygas
Jo ssaaoud atgy swoqjog spedayy  -appday

"saifaeyo s 1apuiq ayy
uo paseq aze 53500 3y ‘Bujpujq jo asmo
3Y) uj se *a10ja1a1 1, ‘auinjoa fenpiajpuy
341 11J 0) aprws $3583 U0 BALIsIId SOPIA
-01d osie sapuyq sequinjo) Bupxog

*19puly 1m0
)1 {q satreaqyy wiguunjoy 104 1 saopad
18 Bu)pusyas aupnos uo paseq ate japow
Y} Uy umoys sajeurIse ay ‘piodal
uope[nasfa atfy Bujseao pue giays ayy so)
wayy Bujredaid ‘sawnjoa ay) Bupmaja
-31 pue Fupgoedun ‘yovsjuco uo m::::m
ay) Jo 1500 Y “1apuiq ay) s0) Jupom
‘dps Bujpuiq sy Supedaxd uaunean
ayepdosdde ay) vo Bupppaap :saynh
-a1 ssooud Buppupgar sy Buppupgay

“sAufsy wpd-joyno Jo Buproymeny
pus majaas 3jpossad 10§ a1y wyssapysop v
uf sap3p3 asay) so|yy sandesBoyqiq atgy yeyy
pue jnjssazonsun sy sap1o jupsd-jo-no
) ey ) vopdutnsse ay 1, “1apao yupsd
*JO-IN0 us jo uohrpju| oY) pue ‘asuodsas
2apEdau # Jo Sutp1odas puw i ay)

1S/ uoppasasasd sof |ppopy 150D e (1)SE o SLUT

00 ICIE | S508 FIC IR 00 Ti50 T R L
00 00 o'Ice 00 00 00 8ot oy
¢o 00 yeor 00 00 00 00 ....zn_w
00 00 eS8 00 00 00 8 rat n
’ 00 clozs 00 00 8553 OO
. P
: y 00 e 00 00 e
vo" %0 00 00 96¢ :w:ow
00 00 00 00 00 00 00 :
Y 00 00 00 »)0
00 00 00 00 09 vo
00 yisie 0o o0 oo 00 00 :uxw.oé.
: asnoo
. o1ee ¢tot ., g
) -
vt 8l "
ASHIO
* Qs..—i z
ot Siyzog
ASHID
’ oM
e Jupegu
| oeyiys
yoe LN LT TN
’ cwm * NSN3
ro saust cis spHmo
N jemmipyay, |
et o1y
coe ros N | e
ress 89 2O
’ Kosowyd dopiey
NSWOD
co voeo o s BAmD O
un 623 OWo ™
wy Jopivy
' Y \ o014
oo 00 00 Suideomids
: tre o1y
rust S 4
NSWOD
0% o G
LTy (1.4 Adomay
Fojne wewooeiduy

Lni

Yis
o

00 boy
, 00 n40
o0 00 Qa
) NSO
Tussecoid mesapin(y
g oo Lot )
oo vo 3t
y v NSNO!
(1} 00 Sugrepro owasejdey
g : nsnId
oo 00 duigoreg
00 aopans oyduifoyqig
" v ASNDD
oo oo Ksowonwy

[}

1nvo mvyo Alve AVE f1v08 ¢ 1v0s iy worown g
¢ UvdAL SUNOJI JAVIS—SNOLLONAJ NOTIVAYAS NI ]

(u00) £ A18VL

. 2
us0jop| pup ‘|apuvpy ‘spuof] o (1)SC e SILH

L




™2

Aymorj i Supeauniuwod puw suogsyd
apuor uxsnd Bupjew pus sjepajeu 3uy
-majans sup appsuxlson ase statydesdogg)
g

*ssa001d 12pio Jupd-fo-no sarenquy tsiop
-Uas woag sasunilsas aapiedau sassaacad
s1apao uawade|das s0p sfed pue saa
-31 IS10pU3A 5120[35 uopstal(] Moddng feaju
-ya g a jouawpedag] suopysinboy ay g,
boy

TI0Y SINVIIDILHY]
102(0Y¥J NOILYAUISTY °g XIONTAdY

‘Buyssa
-201d JausudjujEwWw UO[)O3|j0I U0}
-8A13591d dupnos jo pwd Aqeard4£y
lou 5| puw 3523 [eucpidadxa uj Ajuo
Pap1aoad s) Juauwjeasn) uopwasasuo))
"appoads-way Apdawy axw asan aougs
P3JIpLIL JOU 218 51500 UO[ RAINSUCY)
uojisAIsUO) 'Y
paivan aq
0} %4,$°¢Z Jo uopwredard unoyg ¢
Bupspu & 1 o yoswas wang) -y
AN UORIpULd puR
R{1) wujedesas|ays jo 1oyuasug ‘g
Buppeayjayg -3
Bujueo)y
A1ouaaug f
Bupssaonad joyg oy
Bupsiipys g
fudopmuy g
Bujssacoid 1djasas-)sog p
Bupyaedun Buppaey ¢
Adocojoyd pepsamwon ‘g
nE.omo._!_o& |
ujddodoroyg ‘1
P10331 UOJIBNIIND 183]) “§|
a1015/1d13221 Adoo 20ja198 ‘g
%05 Jo (way) [emespyim 31
%05
jo (aydesBoyiqiq) emwspyiimn ‘11
BuppquyBupsiyiays -of
BuiBomuy g
98w10)s 1)sww Bupuyayg ‘g
a8w10)s aspwdau 1)sepy L
Buyssa201d w1509 -9
%01 [enun2 Ayjjend) g
Bupugg cy
ananb -puy ‘vopyrsedaryg ¢
Yorwas
Annqeieasoydeidoyqrg 3 .
majaas saydeiBoyqiq penjug g
Bupuiijonyy 'H

P10321 uoyiejnaag 13| g
(aiesaanw) yom apmdayg -z
dys Bujpujq asedasg g
yeday ‘o
pl0331 uojienaspd 123y g
x0q v ‘g
dyps Bugpuyq asedasy 1
Bupog 4
P10221 uojiendLyo W3 g
ssasoud jjayg *p
Buygoedun/Buporyg ¢
PUIq [e112wwo0ny g
sdys Bujpuiq asedarg g
Bujpuiqay ‘3
Bunapio supe Ljuo ajqejeavun aq
01 PAU|ID|IP 218 B)NIIPISIP JO %,0C,
aj)) mrsapysap sayduidofiqig g
sanbas ‘40 ‘2
«2tuodsas aanedou Bujageaoy
J1opio Bujowyy g
%0l 19}
13p10 jo majaas sayduidoyqig 'y
Buydsy sapag ¢
o198 sopio-adopydeidoyqig -z
majaai saydesBopgig g )
Bupisy| mpwsapisop wawaaepday -q
wawaoeidas ann, you
1w JeYyy % 0B 1o) [sMwIDYIM Z1
Lamaq) wouspaedap ugidpaay 1
Buyssasosd jjayg g1
%0l 10) Bujpuyq
Buyssao0:d Bujloje
Bujssacord SujBopeyedasy
wawfed puw Bujajasay
19pio Bupomyg -
%01 10}
19p10 jo majaas raydeidoyqig
Buyd£y 19p1g
Yyoreas 1apio-ard ojydesdoyqig
majaas saydeiBoyqiq pepjug
aseyaind yuawaomday ‘n
[eAowWwas W[ |
(g eayshyd) emeapyym ‘g
P10331 UofiE|NaIN0 INI[D) ‘D
[emeip
-Yim pIed Bojwyeo yawyiedaq g
% (15 10] 31219p SLLON ¥
%81 10) [emBIpyim NITTY
[emeIpy))m pred Bojmed uoju 3
majaal raydesBoyqig 1
(pa0oa1 oyydesBoyiqiq) (emuspiaig 'y

ANFULAQ !5ASTAO0N NOLLVANISING
'V XIAN3I4LY

FL-T X))

—cic) %

£8/ uo)vasasasq sof japopy 150D .«:mn e SINT

14

“(ow61

231" 1O) ¥L-CO0:0C $212438 joaquisa L
g wanosay fosqp CSpis OIH A
§0 105y :FUjIOIdfIY LOHIBAIIRS] YN
prinjoussy 51507, ‘Sun[DOW 'y RNy
“{gHe) "snosay Camigyg uo gune)
02y () CUMBUPERAL) suopngsug suog fo
Bpgs y Aoty | DAY 10 duginfifoss
1y unpeasndag fospnd Ssnuey y (hmg g

YIINIAITY

*joo} yuawaBeusw
o158q ¥ W00 o>-u Aayy tuopjesole
Buppyess pus Bujuueid 129foad uy ApRup
-N0J PAN MOU 318 S[apow Ay, ‘sjeod
wopyrasasazd aimng poddns 0) sjooy
Bujuurpd jqenira pajeasd pur “judw
-adwusus 10§ wyep 1509 [njasn pajddns
'saopjouad anosdig pus majaal o) Ajjun
-soddo ayy papjaoid *gasy) uy Apsoo pue
Supunsuod-awy) yBnoyie *ssa00ad spy g,
‘un)InAL3s3id —0) JUdUN|UIWIND pus
— Uy UANUIAJ0AU] IppMAINIGY Y)Y pa))
-pmpy SHapae Bugiapow ay g, saryd oy
10tk 21 W PUE SNULAYL JUIEIIY $521IVANIY)
-J3 53410 PUB JUID|JJ? 10U AIIYM paz]
-e1ju33 sum Bujgjes 'pajaass0d puk paj)
-J1uap) 313m MGjJd jo suojeayjdnp pus
F2|OUASISUOIYY PIUFIVINS 2IM Y
-Anow ‘spapow asay) Bujdojasap sy

‘Bujpunj jsusajuy pue (su
-12)x2 Y10q loj ‘sy10ja Sujuunpl uopea
-1a521d 21mIny Joj spseY QUL W PApIA
-01d Sums)y) u) 53500 Yy Bugpjing " (sis0d
Juawaowjdal ay) 3-a) 1ayByy 31am wias
pue (awnjoa v ujwjijosojus jo 1503 (£10)
ay) *3:3) pa10ada uwy) Jamo] 13m 51500
wos 1Y) ‘13A3moy *pu|j PIp SHeLqL]
UL "SANRWISD 150D 13{|183 PayJ11aa *jaud
suw ay) s0j ‘sdugpuy squnjo] ayy,
‘U0 Y JU UBRIPUCY AY) 1) U]y
-8{1 u) }23pnq 3y pus ‘ssev01d pus uop
-5unj Y32 JO 5)503 AY) ‘sassa0o1d ason)
2191dwod 0) A1ws5223u suo)dUN) AY)
‘uopualasaid jo sasso0id aygy £jnuap)
0} SI1WIG] 13410 1O} jSpowl § s® pIsH
aq Snw yowordde sjyy ‘1343mo}] 51502
13410 PUE $12813U0D pUR ‘uv))IpULd

. ORI ‘sajaeges ‘Bupjjeis ‘wopppzom

apgpals sopawaqi] ayy uo paseg ‘sajans

-1 issaaqup) sjquinge) 3y 0y apjpoals

218 suzjd Bugjjuys pus spapous 150 3534 §,
SNOISTIONOD

‘SUOIDUNJ Jo INjluNy
appaads ayy unogsad o) A1essadou yyeis

jo 1aquinu 3 y3no1y) 10 ‘ssa001d yowa
JO 1500 puw JaquInU A YR y3nony
yoefo1d ayy jo 18pnq ay) uwid o) 3jqyssod
5111 yujod sy 3y “Bujuusd yeford papny
-9 [WuaUy 1O} PIUUINIP 1am uon
-ouny sad Jyes JO [243] pus 2w Josppows
ays uo paseq susajyed Fugjjes ‘wyep
asayy woz g ‘BuyBojmea a10)aq pardjdwod
aq isnw Buqwipy) 3y Bujwgy 2y 9paxsd
1w mapaas 1aydeiBol|qiq pus Bugyaaas
ayy ‘uiBaq pinoa Bujydivas 9jojaq
JUILUNEIL) 10) PIPJPRUIP) SU| ENPIAIP
-U} JO J3QIUINY ¥ PUE PI|IOJUIAUY 3q Ll
uopad[jod Ay ‘Idirexd 104 "pIUIIN
-9p sem K)ARow 4ORa Joj ed (BN REL
‘fenuanbas Ajp1essa0ou 218 sIpjanoe Ay
Jo Aunpy “patjioads awmp jo junouse ay)
uj papjdco aq pinom eford a ‘ot
219m SAUOISAIW I J) *SPIom IR0 uf
“1oaford ay jo awp 3y ySnoap yiom ayy
unjd pinom 184} PaujUIIARP AIM RUO)S
ojtw yefoig "popad 1waL-Ruy ¥ 1240
paond aq |14 A}fA10w Sy MOY AujuLINap
o) ajqyssod 51 3] *paienajud 1w UopduUNg
1oua 10§ A)jA1O8 JO $[PA3] At} 3UQ PR
-foad aiy BujuBisap pus Laains uopy)puod
ayy woay wiwp ay) Supyey 53 dars psuy gy,

(L-gsamv])
SINOLST NI 103(08J NOLLYANISTNY

‘SUOjIOUN] ojuf
uay) pue sassad01d panbas oju) ysayy £aa
-IN$ 3y} JO 5)[NSII Y SI|R|SULI) G I[GE]
*u0})331}0 1818} 3|1 JO VOIS A)IWUIS
-a1da1 v jo sjdwes wopusl v uo paseq
pawioj1ad sem uoj193{|03 3y Jo LA
-ans y “13fo1d ogj0ads ay) oy payear aq
1snw suoiouny pue ssadoid Ay XN

(gamvy)
1300W L03{0uJ NOILVAWISING

“Buyppns
sousuaujepy fopme] wipaid o) yiom
jemespyigm jje sdnoadas ppow uopouny
ayl, ‘usudjujepy ojmwy uj y1om
jemesptiya (1ejua ued 3upssadord juaw
-20wdas pus Bujuwjjordjus uopjeasasad
e *adwexs s04 wawpedap {q Buy
-gymis s o) sapRaty 2y safepuis asye
Ppuw ay |, ‘usdsagy 129fosd v up spupd
SNOJIBA |8 PI]IRIUI 3G PINOM JBY) 51500
pus 3ujyyns 1ipasd o) squingo) ajqe
-ud o] | "$s5220d uo)imasasasd snojswa
ay) vy paussopsad sysey ayy Jo Hugdnosd
-a1 v Sgduns a1 sppows uopaung YL

u20j0p\ pup ‘jopuvpy *s1off o (1)SE o SLYT 138

O

\Ul

Aruitoxt provided by Eic:

27




<
MY

120180 N '0qry Ly
Peoy qeez quoN 00C

NOISIAIQ

ﬂ:\&mmm%.
A

Lr P..Lr\‘

S6L8CYC-008 | ‘eprue uy
(6L VOIS ‘0090~ 125008+ |
A4 (101 e ‘untrutsopn
210w 504 20y 2y b0y ed
A1 24w 0f mou u1Sag

ues N0k weay inok o uos
FAKQ UOHPALRLL 8 1NN YN

s380.q o8wd
Jeyjous 00}aq &n jj8)

3A1

snydealoriqiq pny ap1acad pus
tancdau pvews wgy 21059
g 1) 1594 pue padsny
‘s33204d !$)291e) asvdasd
‘Trsaiew 2 ep105 pue aedasd
am Bupwny o} vonyppe vy

wpirpuns
Anjenb-jeanie iy pur
1SHY 13w Funup) iy -suoy)
-391103 SuyBe usyy) o) papasu
3103 padua ay) sapracsd
SOI1ALY UIHIRAIILIIE S 1N
‘aruapad s Supwsjossiw

10 82924 05 1340 uo Su)pjing

aury Ly suesy afed
Aqa3ry alnjuay uanum
IR0 0 Jua)Un) [1n9f1)uY

M) 2aid pue amden
4a139 Bupusyjjous uoyy
eassaid 5 I a8pagmony
10 UOILINNSIP ) ey Ko
nof ‘ajgeddoisun Ajjenyna 5
Awsap jeogshyd ay) ySnoyyy

f)4) imoyg

‘0581 s paupd WAy
puv ‘uadedsmay ‘sy00q jo
1ho1sap snofpisut ure—saded
PO s ipdiro sy moy

NN

10§ PI0ORS J¥NI 24N

B PUiUALRY paudiean)

IANY MW L0 pue
‘W) spoog) sany Aswd
U339 12420 svy 39nysay
193 30 Suataeas

Aseq sny[ a19p 1] Auo 51

'y xjpuaddy
uj aujino 0) 13331 sasajiuased ujsapo,

(D) sedoy g1

(4) Bupxog ‘g1

(3) Buppuigay “p1

(31" H'Q) wayy [emsipyip "1
(try

'31°D '9-3'V) 'qIq '{emeipynm "3l
(L-g°1) 8ujBojeiea Adodojoyg “1[
(v1-£1 ‘01-6'H) Bupdosieo iy 01
(Buyuy

0y uojppo uy *-a'y) Bupfdoooioyq g
(8-€"H) Bupugig

(11-8'D) Bufojm®o Juawsdore|day
(1-0°'D) 1wawaoe|da1 aajsoay
(8-¢'A) Buyssaoosd mpusapisaq
(c-£'D) Bupaapiy
(Z'H '3°Q '3°D) Bujyoseog
(UH'1°A'1°D '1'V) majasy

([ 1) KQr03uaaug

—_citd w1 O ~co

+53$5300¥4 OL ONILVTIY
SNOLLONNJ NOILYANIAS3Y]
40 ANTTANQ STLIALLDY "D XIAONAdAY

"jesods)p ayead

-o:dde 10§ swiayy umespys todsuesy
uoysiajq Hoddng saojasag peojuyaa L, ay)
J0 uop3ag Bugapoey pue Bujddiyg sy,
yls

‘1o1)

-u0d A)jenb wepad pus SIYW woly
S[E(19)BW 93031 puB Puds |jim Layg,
‘Buphdorojoyd uopyeasasead pus Bujupy
-010jw 10§ sjepsw (|8 Bupredasd 10§
2]qisuodsal aq []1M UD|S|A]P UD[IBAIASIIY
ay) Jo 2YJJO SP10IIY UOIBAIISAL] Y],
oud

1djasal

uodn Buppiwas RuyBojwinosrd sopjacad
pue s12p10 judwade|das seoed uojsia
-1 woddng jeajuyoay, ays jo yswned

-aQq sp1oaay Bupdoimmaargiiapig Y|,

1204/0
‘sajdoooioyd uosieatasaid puw swyyynso
-jur 10§ BujBojeysa sapjaod uojsialq jon

©30]0p pUD ‘12pudpy ‘sHI0pl o (1)SE

£

frk
-uop) opydeaBoyqig 3y jo yuaunsedag
BuiBopmieny sydeiBouopy euiBpg ayp
INO
*S3WIN|OA Paxeq pur punoq |[e SpIeam
-10j pus ‘sassadod Jjays ‘seajaoar t3uy
-pujqa1 pue ‘3ujxoq 'syjedas jie 10§ sdyjs
Bujpuyq sarsdaid uojsjapg uopieasasasy
3y} Jo uop3g Buyssadna] s|eyiaRN AL
o1
‘e ASWOD
£q suop aq [|Im NIom S|Yy) jO isOw
192[014 uopE2}|1A1] ULAISIAL JO SUO[IEp
-unoy ay) 104 ‘swayy passacoid saapays
pu® spiodal uoliB[noify sujmufswWwr
Yajym ‘jjun a0ja19s ay) syuasasdal sy
. qrndg
‘suop|p9 1aded jo

* BujBopmies sjuowdordas Joj ajqsuodsas

5] uojsjai(y jonuoy ajyduesBoyqig ayy jo
wawtedaq £do) yim Buidojerer ayy
4&dopmp

“Buxoq pus Juaw

-yra1} 1jedax sapjaoid uojsjayq uojrea
-135314 343 JO UONIAG UOIBAIASUOYD) A ],
AlSUOD)

'SP10391 UONBND

-113 snoyima Bupajdwod puw ‘Busspw ate
1o ‘patjedal J.o::ao 1Y) SIULN[OA 350Y)
0y suawzonydar ajqe|ieas 10§ Sujyarvas
Bujpnjoug ssacoad ey uo dn-aojjoy
3} pue Jjays ayy e ssasord L1ojuaaug
[enioe ay) suitoprad ‘uojsialg Sepjuew
N} pue A103s1 2y Jo Juaunredac] so0)a
-13G §5300Y ay) 0) sjtodar yojym yupn Juy
~1j21825 3dUBUAIUIR Y UORIIICD) jBIUID
ASNOD

“uspjoIdjw sjaqe| pue

smyjleys ospe yuawpedap ayg spiodas
apyduadoyqiq jo pravespiaym o sopprimy
uojsialg jonuo) sydesBojiqig oy jo
wawedaq ousudujepy Jojeisy oyl
NIED

‘wayqord peuotseaoo ue o 1daoxa aswar
IlI» glom Buppew-uopspap ayy ‘ssacosd

) 318 spepIBW ay) dug ‘neprdordd @)
\Ul

=

¢ SINT . [

38

IText Provided by ERIC

PArar



mE G i G I N

STAFFING THE PRESERVATION PROGRAM

CAROLYN CLARK MORROW

Assistant National Preservation Officer
Library of Congress

At a recent meeting of the American Library Association, I found myself congratulating a
preservation librarian newly appointed by an Association of Research Libraries member library.
I asked her about her new job and her plans for program development. With great enthusiasm
she described preservation as a rather circumscribed activity and her major role as “advice
giver"—not policy maker or even implementor. Ir short, she described a job with no clout or staff
to speak of, no budget to administer, a tenuous iink to a busy library director, and no plans tor
formal needs assessment or methodical program growth. [ asked if she thought that perhaps
sometime in the future she might become responsible for library binding. "Oh no," she said, still
enthusiastic, "I don’t want to get involved in any nitty-gritty stuff. I want to do preservation." In
response [ gently suggested that she had, perhaps, missed the whole point.

William Studer, in his paper "The Role of The Library Director: Wherefore and
Wherewithal,” has urged library directors to consider the phased development of a comprehensive
preservation program. Jan Merrill-Oldham, in "The Preservation Program Defined” [also in this
volume], has outlined and described its major components. I am going to discuss the staffing of
the program, and its placement within a library’s organizational structure.

The success of the preservation venture, as with any venture, will be directly tied to the
quality of the staff that a library is able to recruit. But who are the members of the preservation
staff and what exactly do they have to know and do? What is their relationship to other staff in
the library? How much authority and responsibility should reside in their positions? What kind
of support will they require to do their jobs?

There is considerable consensus among rescarch libraries that the first staff member to hire,
when establishing a preservation program, is a middle-management professional specializing in
preservation. This is the person who will manage and implement the broad-based operation
suggested by Studer and outlined by Merrill-Oldham. Ten years ago such professionals did not
exist. The role of the preservation administrator in research libraries has emerged as a logical
outgrowth of our efforts to develop large scale programs that can address the needs of large
library collections.

Regarding the reporting relationship, Mr. Studer has suggested that the preservation
administrator report directly to the library director. This opinion has merit. Justifying a new

‘Sc;: William J. Studer, "The Role of the Library Director: Wherefore and Wherewithal® in this
volume.
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Staffing the Preservation Program . 27

activity to an organization already stressed by many obvious needs and inadequate resources is an
unpopular job. If existing resources must be spread yet thinner to prime the pump, and give the
preservation program definition so that it can grow (as Studer has suggested), then the director is
in the best position to nurture and mentor the program. Furthermore, preservation is a library-
wide activity affecting a considerable array of public and technical services policies. For example,
participation in a grant-funded cooperative preservation microfilming program will affect cataloging
priorities. Members of the cataloging department are likely to fecl uneasy about this, considering
their existing backlogs and the low priority that microform cataloging may have been given in the
past. Likewise, necessary restrictions on the use of fragile, irreplaceable research materials will
require daily adjustments on the part of reference and interlibrary loan departments. In a very
real sense these staff members are foot soldiers for the preservation program. They probably have
not thought of themselves in this way before, focusing, as they must, on providing access to
materials as quickly and fully as possible with as few restrictions as possible.

- Arranging for the preservation administrator to report to the director does make sense, but
there are other legitimate ways to shape the organizational structure. Delegating responsibility to
an associate or assistant director who is interesied in, and supports the development of, the
preservation program may also be appropriate.

Mr. Studer has described preservation as, "the opposite, perhaps tarnished side of the

‘collection development coin.® My own depiction of collection development as the Pac Man

devouring preservation is much less elegant. The connection, however, between the builder of the
collections and the maintainer of the coilections is patently obvious. Positioning preservation under
an associate director for collection development makes sense for many reasons. First, collection
development officers are accustomed to making difficult decisions that affect other departments,
and that are unpopular. The critically important concept of a separate acquisitions budget line for
preservation replacements will have to be justified and argued by the collection development officer
in an undoubtedly hostile environment. Second, the policies that define the composition of the
collections, and therefore dictate a library’s preservation challenges and priorities, emanate from
prevailing collection development goals and philosophy. Third, collection development and
preservation staff will plan and coordinate the library’s participation in emerging regional and
national cooperative preservation efforts (most particularly, microfilming).

There are yet other options. A comprehensive preservation program will incorporate
activities that have traditionally existed in both technical and public services, as well as new
activities. In some ways, the preservation program dovetails well with technical services activities,
which have almost invariably included bindery preparation and mending. In general, the nature of
preservation work is such that it must be managed by people who understand high-volume work
flow, an attribute that is highly valued in technical services. What is most important, however, is
that the senior manager responsible for the program understands and supports its goals, and has
a strong voice within the administrative group. Many a hopefully-conceived preservation plan has
stagnated under an unsympathetic division director. If a program is to succeed, there must be
administrative commitment, mentoring, and (as Studer has described it) an exercise of leadership
from a position of complete understanding. If the library director is the only person who can be
trusted to fill these shoes, then he or she had best do that—for a surrogate mentor must be able
to articulate the director’s goals for a program as well as the director can—or better. In the final
analysis, the answer to the question, "Where does the preservation program fit within the
organization?" may best be found by looking around to see who is best equipped to champion it.
This will be particularly important depending on who is hired into the position of preservation
administrator. A program headed by a wimp or a whiner is in trouble.
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28 Carolyn Clark Morrow

Regarding the level on which the preservation administrator operates within the library, it
should not be determined by tallying years of professional experience. While personnel searches
often target senior preservation librarians, scarch committees sometimes come up empty handed.
In such cases the pragmatic decision to hire at a lower level is made with the hope that the
administrator will advance through the ranks. Unfortunately, status is everything. It is
immeasurabiy easier to gain knowledge than to gain status. A library’s optimistic investment in
an entry level preservation librarian may result in that person’s leaving to become a successful
senior librarian at another library. The first library's preservation program may never have gotten
off the ground because it did not have the authority that it needed from the beginaing. That
library may find itself back at first base, the preservation program burdened with the precedent of
an entry level position, and the whole library confused about what the director had envisioned for
the program.

Who is the middle-management professional, specializing in preservation, who will hopefully
fill the first critical position within the preservation program and be charged with helping to define
it, developing specific program areas, and expending the gradually expanding resources that will
be allocated for the preservation effort? What will he or she have to know and do? Merrill-
Oldham has answered this in one way, by describing the components of the program. I would like
to sketch a profile of the actual person. The successful preservation administrator has a broad
understanding of the mission of research libraries and of the multi-dimensional aspects of library
service; and a successful track record managing budgets, people, and himself or herself. In these
ways he or she is like all other exemplary middle managers. The preservation administrator is also
a specialist, with a thorough understanding of the physical and chemical forces that affect the
longevity of library materials, and the ability to implement all of the preservation options necessary
to preserve diverse collections.

Because preservation is a relatively new field, this person is also a diplomat and a realist, who
is willing to do what can be done now and aspire to what should be done later. He or she is a
politician, giving people what they most desire first, and the bad news later. If departmental
libraries are crying for repair services for heavily-used materials, it would be foolish to expect them
to set aside this prioricy happily, and participate instead in time-consuming selection activities as
their contribution to a grant-funded microfilming project that serves the national good.

A preservation administrator must also be cffective in convincing colleagues within an
institution that they are part of the preservation solution, for it is very easy for staff to become
polarized when they are treated as merely part of the problem. In a library that has already
conducted a preservation needs assessment involving staff throughout the organization, the politics
of the preservation manager’s job will be much easier.

In addition to the political and managerial savvy required for success at the home institution,

the preservation librarian will also need to be able to work well with colleagues in the larger -

library community. More than many other professionals on staff, the preservaticn administrator will
represent an institution on the state, regional, consortial, and national scene—an inappropriate
environment for one who is single-minded, or worse, naive.

What do preservation administrators actually need to know? Do they need to know about
"nitty-gritty stuff® like library binding? The answer is “absolutely yes,” since binding typically
represents a significant share of a library’s preservation effort. Do they need to know about
microfilming standards? Should they be able to recognize the attributes of high quality
conservation work? Should they be abie to list the requirements for a mass deacidification process?
Yes, yes, and yes. But there is no mystery to preservation—only mastery.

If a job search fails to turn up a clone of the person just described, cast your eyes around
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Staffing the Preservation Program 29

the library and charge an experienced, interesied middle manager with planning the phased
development of a first-rate preservation program. Arrange for training at the Columbia University
School of Library Service—Conservation Education Programs, or through a substantive training
program such as the one recently offered to universities in the University of California system by
the preservation department at Berkeley. Following training, a preservation administrator will do
what competent professionals do everywhere: seek information in the most efficient way possibie
by identifying appropriate resource people, and asking for information, advice, and feedback on
decisions and plans.

Fortunately, the preservation administrator is not going to be the only professional in a
library's preservation department. He or she will be plenty busy with committee meetings,
establishing and developing working relationships with other library managers, writing reports and
making budget projections, drafting grant proposals, providing outreach to smaller libraries in the
region, contributing to statewide preservation planning, and participating in professional activities
on the regional and national level. There will be others overseeing the daily work of the
department. , :

These others will not be a large corps of student assistants, roving the stacks to identify
preservation work. Rather, they will be librarians who train student assistants, supervise their
work, meet with subject specialists to discuss specific titles that have become part of the brittle
books. work flow, conduct staff orientation meetings, plan public relations campaigns, and discuss
quality control problems with the kibrary binder, among other things. One lone preservation
manager in a research library is hardly capable of fulfilling this array of responsibilities. It is
essential to plan for the gradual addition of professional staff to the program. For most ARL
libraries this will mean an assistant preservation librarian and a professional conservator. For the
largest libraries it will also mean a professional to supervise the bindery preparation operation and
a professional to manage the preservation replacement and reformatting program. Paraprofessionals
can be highly effective, as we all know; but their presence does not ensure that an entire program
will not fall apart when a preservation administrator is lost to a sister institution. More importantly,
the work of preservation in large part requires professional judgment. The field is defined by a
body of standards and specifications that extend beyond the limits of a particular institution. Visit
your library’s bindery preparation section, or even the recently renamed “conservation” section, and
ask a staff member why he or she is performing a particular task in a particular way. If the answer
is, "Because it has always been so," a professional is needed on the job.

Let us consider for a moment a second preservation professional that has been defined over
the last wen years—the collections conservator. This person manages a high-volume, production-
oriented operation, and develops strategies for conserving large collections of general research
materials in their original format. He or she organizes, supervises, and costs-out multifaceted,
large-scale conservation projects, and is responsible for refurbishing special collections (for example,
by dusting and straightening shelves of materials; and constructing protective wrappers, jackets,
boxes, and other enclosures for items that require special protection). In contrast, a rare book
conservator specializes in the treatment of rare and valuable books, and the paper conservator in
the treatment of such materials as manuscripts, maps, and works of art on paper. Both are
competent to work on rare materials only after years of training under a master conservator,
learning not only technique, but also about the historical aspects of books and papers.
Days—sometimes months—are dedicated to the treatment of very valuable items. The difference
between the two is that the collections conservator is first a manager; the rare book conservator
is first a skilled practitioner. To draw an analogy, the collections conservator is the family
physician; the rare book conservator, the neurosurgeon. Both professionals are invaluabie and
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30 Carolyn Clark Morrow

complementary. .

Just as there is medical school before there is specialization, both the rare book conservator
and the collections conservator must have a thorough grounding in the principles of conservation.
Both may have attended library school, graduated from an academic conservation training program,
and served an apprenticeship under an experienced conservator. More pertinent than training,
however, a conservator’s orientation influences the type of work that he or she chooses to do. If
his or her fondest desire is to research and conserve bound volumes of rare botanical drawings,
working in a laboratory on intricate solutions to complex structural and chemical problems, he or
she simply will not be happy training and supervising a corps of student assistants who construct
hundreds of protective enclosures for 19th century volumes in the general collections. But more
than the conservator's personal satisfaction is at stake here. A rare book conservator may not, in
fact, be what a large research library most needs, if only one conservation professional is to be
hired. He or she may not have the skills or inclination to develop the high-volume, routine
conservation services that are'so badly needed by every ARL library. It is essential to assess the
background, interests, and expectations of the conservator before hiring him or her to manage
collections conservation.

This does not mean that libraries do not need the services of rare book and paper
conservators. In fact, the largest libraries (especially those with large collections of rare and
unique materials) will require more than one. At the Library of Congress, 21 professional
conservators work exclusively on special collections. These individuals specialize in various aspects
of conservation work such as treatment of manuscripts and works of art, and the systematic
rehousing of materials in large special collections. Some individuals also-supervise staff, estimate
annual production levels, and work with other managers to integrate policy with procedures and
priorities. ‘

The collections conservator is the colleague of the preservation administrator and may
eventually become one, if his or her career aspirations tend towards administration. He or she is
a member of the conservation profession as well as the library profession and should attend
meetings of the American Institute for Conservation and participate in the Book and Paper Section
of that group. The collections conservator must work closely with other preservation staff to
establish and integrate procedures within all operations of the preservation program, and within all
units of the library as appropriate. The research library conservator of the 1990s bears little
resemblance to the old guy or gal who has been mending the library’s books in the basement for
twenty years (with mixed results) in a time-honored personal tradition. In fact, the untrained book
mender is a well-meaning threat to the integrity of our collections.

Depending on the size of a library and the composition of its collections, a conservation
facility in a research library will cost approximately $80,000 to $200,000 to outfit, and occupy 1200
to 2500 square feet of space. When one walks into a conservation work area a sense of order and
work flow should be immediately apparent. Last year | had the pleasure of visiting such a place:
the new Book Preservation Center established at the State University of New York at Buffalo, in
part with funds available to research libraries in New York through the State’s legislated
preservation program. Like the conservator, the conservation facility of the 1990s does not
resemble the mendery of the 1960s (cven the paper cutters are different), and a library may have
to start from scratch to do the job right. The benefits to the collections, however, will be
enormous.
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Appendix C

SBtaffing Preservation-Related Activities in Libraries:
A Checklist

This list includes the range of preservation activities
found in libraries. For each activity that your institution
has implemented or plans to implement, fill in the FTE
required. Then, fill in the current staff names for
functions already carried out; and potential in-house staff
names for. those that may change or be shifted; then check
*new hire" for those activities that you plan to implement
but for which specialized skills will be required (e.g. book
conservator).

Activity FTE Current Potential New
Required staff staff Hire

Stack
maintenance

" Collection

Maintenance

In-house binding
and/or repair

Conservation lab
Exhibition prep

Binding prep
(contract)

Archival photocopying
Microfilming (in-house)
Microfilming (contract)
Other reformatting

Management
Functions

Preservation policy
Planning

Staff/user education
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Appendix C (Cont'd.)

Activity o JTE
equire

Management
Functions (cont.)
Budgeting
Grant-writing

Contract negotiations
(binding, filming)

Disasier training,
planning, recovery

Evaluation of
preser/conservation
procedures

Security

Cooperative program
planning

Involvement in professional
organizations

Research

Cﬁrrent
Staff
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New
Hire
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ARL PRESERVATION STATISTICS
1990-91

A Compilation of Statistics
from the Members of the

Association of Research Libraries

Compiled by
Jutta Reed-Scott
and

Nicola Daval

ASSOCIATION OF RESEARCH LIBRARIES
WASHINGTON, D.C.

1992
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Part li: Analysis of Core Data for All Reporting Libraries

1. Organizational Structure

a. Preservation Administration

The most significant means for measuring the progress of ARL libraries in increasing their
preservation efforts is to track the establishment of preservation programs managed by a
preservation administrator. The data offer persuasive evidence that preservation programs are
becoming a standard unit in research libraries. As displayed in the data tables, 90 institutions
indicated that the library has appointed a preservation administrator, and of those, 55 libraries
reported that the preservation program is managed by a full-time preservation administrator.
Responses are summarized beiow.

Table 1. Administration of Preservation Programs

Full-time preservation administrator SS_(47%)

Part-time preservation administrator who
devotes 50% or more time to pres.ivation
activities, but not 100% 14 (12%)

Part-time preservation administrator who
devotes less than 50% of time to preservation

activities 1. (18%)
No preservation administrator 27 (23%)

b. Reporting Relationships

While the creation of separate preservation units in ARL libraries is becoming quite
common, their placement is far from uniform. The 90 responses to the question on reporting
relationship show two predominant organizational patterns: the preservation administrator reports
to the library director or to the assistant/associate director for collection development. The third
most-cited reporting relationship is to the assistant/associate director for technical services. The
remaining libraries chose a variety of organizational options placing the preservation administrator
within special collections, public services, or administrative services. Although the placement of
preservation departments within the library structure varies, with few exceptions, the preservation
administrator reports to senior library management.
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Table 2. Position to Which Preservation Administrator Reports

Director of Libraries/Associate

Director 26.5 (29.4%)

Assistant/Assaciate Director for

Collection Management 26_(29%)

Assistant/Associate Director

for Technical Services 17.5 (19.4%)

Assistant/Associete Director

for Public Services 3 (3.3%)

Other 17_(18.9%)
2. Personnel

The size of the staff reporting to the preservation administrator is a key factor in defining
a library’s level of preservation program development. The table below displays the correlation
between number of professional statf FTE and the number of nonprofessional staff FTE and
student assistant FTE in preservation units. The median figures for staff size are used as indicators
of the midpoint in the distribution at which values cluster. The preservation auministrator is
included in the number of professicnal staff. (Total of 90 programs reported).

Table 3. Staffing Patterns of Preservation Programs

-Median of Median

Number of Median of Student of Total
Professionals Nonprofessionals ~ Assistants FIE
4 or more (15%) 15.48 3.9 2601 .
2-39 (19%) 3 1.8 8
1-19 (35%) 3 1 6.7
less than 1 (31%) .26 0 88
£
~Af
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Reporting accurate statistics regarding the number of FTE staff engaged in preservation
activities library-wide remains problematic. The variety and complexity of organizational structures
make collecting the data a time-consuming and difficult burden for libraries. Even in libraries with
large-scale preservation departments the data show that preservation cannot be completely assigned
to that single organizational unit. Instead it is evident that there are preservation aspects in the
work of almost every library unit and that preservation is a library-wide responsibility. The more
decentralized preservation activities are and the more scattered staffs involved in preservation
activities are, the more difficult it becomes to provide accurate data. Caution should be used in
interpreting the data below, because of these problems. (Total of 117 libraries reporting data).

Table 4. Staffing Patterns of Preservation Activities Library-Wide

Median of Median of
Number of Median of Student of Total
Professionals Nonprofessionals  Assistants FIE
4 or more (19%) 14.9 6.15 25.69
2 -39 (17%) 7.3 4.05 14.65
1-19 (27%) 5.49 1.75 9.43
less than 1 (37%) 4 1.7 6.45

3. Expenditures

The financial support for preservation activities in ARL university libraries shows a
substantial range from less than $100,000 to more than $3 million during fiscal year 1990-91. As-
a corollary, ARL university libraries spent from 1.3% to as much as 9.3% of total operating budgets
for preservation. :

Table 5 summarizes preservation expenditures by displaying the midpoint for three ranges
for all reporting ARL libraries. It also indicates corresponding median preservation expenditures
as a percentage of total operating expenditures and as a percentage of materials expenditures.

The pie chart on page 26 highlights the allocation of preservation expenditures. Local
needs and capabilities will determine the exact allocation of budgetary resources to various
activities, but it is useful to look at the aggregate apportionment for ARL member libraries. As
in past years, the largest category is salaries and wages, followed by binding expenditures. The

chart displays the allocation of preservation expenditures based on data from all reporting ARL
libraries.
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Part.III: Analysis of Core Data by Size of Collection

This section analyzes the organizational, fiscal, and functional components of preservation
programs in relation to collection size. While many other factors, including the age, nature and
scope of the collection, the envirormental conditions under which the collections have been
housed, and the level of use shape the ways a library’s preservation program develops, size of
collection is the most significant factor in measuring the level of preservation effort.

In 1991 ARL published preservation program benchmarks for selected core activities in
the Preservation Program Models report? The benchmarks were intended to serve as indicators of
the level of effort that can be expected as a library’s preservation program develops. The
benchmarks reflect targets and are a useful too! for measuring progress toward meeting
preservation needs. The tables in this section parallel the four size groupings of ARL libraries
used in the Preservation Program Models report.’ These are collections of more than 5 million
volumes, 3 to 5 miilion volumes, 2 to 3 million volumes, and less than 2 million volumes. For each
size grouping, the tables provide medians for personnel, budget, and production. In this report,
median figures are used as indicators of the midpoint in the distribution at which values cluster.
The medians offer a composite measure for assessing the scale of local effort based on four
different size groupings. - The benchmarks reflected an ideal progression of preservation program
development. They provide a useful tool for comparing the level of preservation services needed

with the current level of activities. Libraries interested in that comparison may wish to consult the
Preservation Program Models report.

The size groupings and number of libraries in each category are:

Group 1: over 5 million volumes (18 libraries)
Group 2: 3 to 5 million volumes (16 libraries)
Group 3: 2 to 3 million volumes (41 libraries)
Group 4: under 2 million volumes (42 libraries)

The tables on pages 30 and 31 summarize the responses for the four size groupings in five
categories. -

Jan Merrill-Oldbam, Carolyn Clark Morrow, and Mark Roosa, Preservation Program Models: A Study
Project and Report (Washington, D.C.: Association of Rescarch Libraries, 1991).

’The libraries in each group are determined by data submitted to the 1990-91- ARL Statistics
(Washington, D.C.: Association of Research Libraries, 1992).
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Table 7. Staffing Patterns of Preservation Programs

Median of Median of Median of Median of

Professionals Nonprof. Student FTE Total FTE
Group 1 4.25 13.95 3 20.75
Group 2* 38 1 38 2.25
Group 3** 1 29 1 6.5
Group 4*** 25 8 0 1.88

* 3 libraries in this group report no Preservation Program
** 14 libraries in this group report no Preservation Program
*+* 13 libraries in this group report no Preservation Program

Table 8. Staffing Patterns of Preservation Activities Library-wide

Median of Median of Median of Median of
Student FTE  Total FTE

Professionals  Nonprof.

Group 1 6.3 17.73 4.15 30.25
Group 2 1.94 9.03 3.70 16.3
Group 3 1.25 5.5 23 10.5
Group 4 .64 4.25 1 6.83

Table 9. Preservation Expenditures

Median of Median of Median of
Total Preservation  Pres. Exp. as % of  Pres. Exp. as % of
Expenditures Total Library Exp. ~ Materials Expendit
Group 1 $1,164,114 4.1% 15.65%
Group 2 $652,250 4.1% 11.3%
Group 3 $391,881 3.0% 9.7%
Group 4 $261,866 2.85% 7.85%
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Dartmouth College Library HANOVER - NEW HAMPSHIRE - 03755

Preservation Committee Charge

Reporting to the Librarian of the College, the Preservation Committee
will administer the preservation program of the Dartmouth College Library.
Members of the comittee are appointed by the Librarian of the College.

Responsibilities of the committee:

1. Develop and implement an overall preservation policy and coordinate
preservation activities for the Library. '

2. Record preservation budget and statistical data in conformance
with ARL requirements.

3. Act as a resource for library staff seeking information on funds

. for preservation-related projects.

4,- Promote preservation training and awareness for both staff and
users.

5. Coordinate activities of the Collections Conservation Roundtable.

6. Report annually to the Librarian.

Reprinted with permission of Dartmouth College Library

3
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PRESERVATION COMMITTEE CHARGE

The Preservation Committee will undertake a detailed and
comprehensive investigation of all Academic Affairs Library
preservation needs and prepare a formal plan to meet those needs.

The principal goal of the planning process is to devise a system that
can fulfill basic preservation functions now and that, as resources
become avallable, can be expanded to become a comprehensive research
library preservation program. The plan will address the following
areass disaster preparedness and response; environmental conditions;
physical condition of the collections; patron and staff education;
conservation issues for general and special collections; preservation
microfilming to meet local, regional, and national needs; and
administrative structure, staffing, and funding or cost. The
Committee will carry out the preservation planning process dealing
with each of these issues sequentially. The Committee will handle
the immediate preservation needs of the Academic Affairs Library
until a permanent structure is in place. The Preservation Committee

‘will also keep informed about new developments in preservation and

conservation of library materials, particularly deacidification and
strengthening of paper.

Academic Affairs Library
University of North Carolina at Chapel Hill

REV 7/89

“~J
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Browﬁ University Library
ORGANIZATION CHART

1992-93

l "Provost |

Catalog Dept.

L Pembroke Library

Preservation Dept.

_L Collection Dev. Dept.

1

[ Bindery

[ Shde Uibray ]

—

Reference Dept.

Serials Dept.

l .
Documents

h Medical Program ]
Shared Resources |

_[

Music Library

T

Media Services

1
L Satellite Program

University
Librarian
Library Library Assistantto { Personnel/
Business Systems/Planning the University |} | Labor Relations
Manager Officer Librarian Manager
Associate Univ. Associate Univ. Librarian Associate Univ.
— Librarian for —= for Public Services/ Coll. — Librarian for Spec.
Technical Services Development Collections
Circulation Dept. —_ Friends of Library
Acquisitions Dept.

—{ Manuscripts Coll.

— Archives

L  Harris Collection

— Annmary Brown Coll.

—{ Broadsides Coll.

— Brown Military Coll.

—  East Asian Coll.

— Printed Books Coll.
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UNIVERSITY OF COLORADO AT BOULDER

NEH/ARL
PRESERVATION PLANNING PROGRAM

FINAL REPORT

August 1990

Preservation Plannixig Program Study Team

Nora Quinlan, Chair
Nancy Carter

Carla Gllson
Florence Jones
Susan Lowenberg
Kris McCusker
Daniel O’'Mahony
Harriet Rebuldela
Cassandra Volpe
Sue Williams

with the sssistance of

Jutta Reed-Scott, AR
Conraie Brooks, Stanford University
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Iv. RECOMMENDATIONS

A. ESTABLISH AND SUPPORT THE POSITION OF A PRESERVATION LIBRARIAN.

1.

Role of the Preservation Librarian

a
b.

c.

Report to the Associate Director for Technical Services.
Serve as the Department Head of the Preservation/Bindery Department.

Chair the Preservation Committee and work with that committee to establish
a timetable for implementation of preservation goals.

Work with the Associate Director for Administrative Services, all departments,
and Facilities Management to inprove the physical condition of the collections,
the Libraries’ physical plant, and environmental conditions.

Work with the Associate Director for Planning and Development to prepare and
submit preservation graat proposals.

Recommend preservation training opportunities for library personnel to the
Faculty/Staff Development Committee.

Create outreach programs to inform users about preservation of library
materials.

Represent the Libraries in cooperative preservation programs with various
organizations at local, regional, and national levels.

Develop written preservation guidelines and procedures.

Develop a review process for binding policies and procedures with the
assistance of the Preservation Cormmittee.

Maintain documentation of central preservation policy.

Work with the Associate Director for Planning and Development to coordirate
the inclusion of preservation concerns in coliection development policies.

m. Recommend and administer a budget for extraordinary preservation needs.

0.

Work with the Associate Director of Administrative Services to review and .

monitor preservation in related security practices.

Represent the Libraries on the Board of the Colerado Preservation Alliance.

Rationale

This position is needed to implement and monitor an administrative mandate on
preservation, serve as a source of up-to-date knowledge in the field, and enable the
Libraries to continue present efforts and keep up with a2 wide range of approaches
and technologies.
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3.

4.

5.

-

Reporting Line
The Associate Director for Technical Services should supervise the position.
Responsibility

The Dean of Libraries should establish the new position. The Associate Director
for Administrative Services shouid form a search committee, which should include
at least one member of the Preservation Planning Program Study Team. The Dean
should support the position by committing fiscal year 91/92 and 92/93 funds for
the purpose of carrying out new preservation plans beginning in 1992.

Timeline

The search committee should be formed by October 1, 1990 with the expectation
of having a Preservation Librarian in place by September 1, 1991. The Associate
Director for Technical Services should request the Preservation Librarian to suggest
priorities and programs within six months of arrival.

Costs

Organizing and conducting a search. Once the position is filled, clerical support,
of fice equipment, travel/conference fees, and physical space.

B. ESTABLISH A PRESERVATION COMMITTEE WITH SYSTEM-WIDE

REPRESENTATION.

1.

Rols

a. Work with the Preservation Librarian, the Associate Director for
Administrative Services, and Facilities Management to develop general
housekeeping standards and plans to stabilize the Libraries’ climate systems and
improve temperature and relative humidity system-wide.

b. Assist the Preservation Librarian to review, document, and develop
preservation policies and alternative preservation methods and to identify
sources of special funding to support ongoing préservation activities.

c. Assist the Preservation Librarian to: -

1) Deveiop a stirdurd methodology and coordinate and organize future
surveys of the physical condition of the Libraries’ hoidings.

2) Explore ways to reduce exposure of library materials to ultraviolet
light. . :

3) Develop a list of environmental monitoring equipment for purchase by
the Libraries.

4) Assist in the review of security practices and make recommendations.




5) Coliect written preservation procedures from all units and branches or
assist departments to develop such procedures.

6) Establish central location for pruervition bibliographies, resource
directories, etc.

7) Develop recommendations for an active user preservation education
program,

8) Develop a library personnel preservation education and training
program.

9) Serve as a resource for preservation information.

2. Rationale

The Preservation Committee is needed to support the Preservation Librarian in
the preservation planning program, coordination of preservation activities, and
improvement of communication channels on preservation issues.

3. Re/porting Line

The Committee should report to the Associate Director for Technical Services
through the Preservation Librarian.

4. Respousibility

The Associate Director for Technical Services shouid establish the Preservation
Committee. .

5. Composition
Members of the Committee should comprise a broad representation of the
Libraries. The following areas should be represented: Public Services,
Technical Services, branches, Access Services, Binding Unit, Special
Collections, Western Historical Collections/University Archives; other areas
which handle special media formats, including videos, microforms, recordings,
manuscripts, etc., should also be included.

6. Timeline

The committee should be established immediately following the appointment
of & Preservation Librarian.

7. Costs

Current staff time diverted from other tasks and duties, clerical support,
copying costs, and supplies .

He
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C. CREATT A PRESERVATION/BINDERY DEPARTMENT MANAGED BY THE
PRESERVATION LIBRARIAN.

1. Role .of the Presemtion/Bindery Department

a. Contribute to the development of standards and guidelines on preservation and
binding.

b. Carry out asvsgned preservation operations,

¢. Train personnel in preservation activities in order to facilitate locally
administered decision-making in preservation methods and procedures, repair
work, and binding preparation.

d. Create an online bindery system.

€. Assist in developing a new bindery contract that will incorporate additional
. Preservationally sound procedures and instructions. (The current bindery
- contract will expire on June 30, 1992.) '

2. Rationale

The Bindery Unit is central to almost all of the preservation activities taking place
in the University Libraries, but at this time it is not organizationally recognized as
such. A new department is needed to centralize and formalize authority, improve
communication, and provide a center for expertise and training.

Reporting Line

The existing Binding V7ni¢ should be reassigned from the Cataloging Department
and established as a Prﬂemﬁou/Biﬁdery Department under the supervision of the
Preservation Librarian. The Head of the Binding/Preservation Department should

report to the Associate Director for Technical Services. The Library Technician
should report to the Preservation Librarian,

4. Responsibility

The Dean of Libraries should authorize a new department unde; the Associate
Director for Technical Services. The staff of the department should be responsible
for carrying out these expanded duties. At this time no specific recommendation
is made for any reorganization within the department, but it is assumed that, as
sertain activities and procedures change, such would occur. Staff wiil need training

to assume their instructional role. An increase in staff would be necessary to carry
out any aew responsibilities.

5. Timeline

. The reorganization shouid take place when the Preservation Librarian assumes
his/her position. The implementation of an automated bindery system and the

implemencation of 3 preservation training program for library staff should begin
within the next year.
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¢, Costs

An increased binding and supply budget; current staff diverted from present
assignments, or added staff time to implement increased responsibilities; an
automated bindery system and the equipment and wiring to support it.

D. REVIEW BINDING AND REPAIR POLICY AND PROCEDURE AND DEVELOP
POLICY FOR THE USE OF ALTERNATIVE MEANS OF PRESERVATION.
DEVELOP FUNDING TO IMPLEMENT ALTERNATIVE PROGRAMS. :

1. Action

Existing binding and repair policies, priorities, and methods should be reviewed.
Alternative preservation technologies shouid be studied and adopted when suitable,
and special funding that supports the implementation of alternative programs
shouid be identified.

2. Rationale

Binding and repair preseatly are the primary preservation methods used in the
Libraries. Current binding policy prioritizes items (other than government
publications) as follows: (1) serials, (2) newly cataloged soft-bound monographs,
(3) materials in need of rebinding as staff time and binding budget allow.

In November 1989, the Access Services Department and the Binding Unit
conducted a simulated PERF (rebind) test to determine what the effect would be
if all volumes needing repair or rebinding were sent directly to Binding
Preparations and the Pamphlet Bindery as soon as they were returned by patrons.
Appendix Four details the findings of this test. In summary, approximately !,000
volumes needing rebinding and approximately 1,500 volumes needing mending are
currently returned to the stacks annually.

The Physical Conditions Task Force determined that five percent of the print
collection surveyed needs rebinding and six percent needs mending. The Task
Force was unable to evaluate material charged out; this is a portion of the collection
that would most likely need mending or rebinding. Current binding priorities, as
well as insufficient staff and resources, are contributing to the deterioration of the
Libraries collections.

Many areas of the Libraries collections require special attention. For example, the
Dewey coliection contains materials from the late nineteenth- and early twentieth-
centuries that are mostly on acid-based paper. The Government Publiications print
collection consists of a large portion of soft-bound volumes. Other materiais, such
as manuscripts, maps, microforms, sound recordiugs, newspapers, photographs,
serials, and electronic media, present special preservation considarations specific
to each format. As access to these and other materials continues to become easier
through inclusion in the online public catalog and other databases, increased use
will impact the physical deterioration of the materials. Currently, no f unding exists
within the Libraries for preservation microfilming, deacidification, electronic
conversion and stcrage, or other alternative technologies.

,\
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All the above factors underscore the necessity for increasing the Libraries’ options
for allocating resources for the preservation of collections. The first step is to
review the existing policies and procedures regarding binding and repair of
materials. Support must be provided for a careful and intensive examination of
alternative technologies that will maximize both preservation of and access to the
Libraries coilections, '

Responsibility

The Dean of Libraries and the Cabinet should authorize the review process and
approve policy recommendations for implementation. The Preservation Librarian
should coordinate the studies. The Preservation Librarian and the Preservation
Committee, working with the Associate Director for Planning and Development and
the bibliographers, the Asscciate Director for Technical Services, the
Preservation/Binding Department, and representatives from Public Services and
Technical Services, should review, document, and develop preservation policies
including alternative methods of preservation. The Preservation Librarian and the
Preservation. Committee, working with the Associate Director for Planning and
Development, should identify and develop sources of special funding. The Dean
and the Cabinet shouid develop a budget to implement preservation policies, which
may include the reallocation of funds.

Timeline

The Preservation Librarian should begin to gather information on alternative
preservation methods within the next year and should continue to investigate new
technologies with the Preservaticn Committee. The binding review process should
be initiated as soon as possible after the Preservation Librarian arrives.

Costs
Extensive staff time for the planaing stage. Funding for increased binding, repair,

and alternative technologies should be determined during the planning stage and
will likely be substantial.

E. PROVIDE AND DEVELOP WRITTEN PRESERVATION GUIDELINES AND
PROCEDURES.

Action

The Preservation Librarian and the Preservation Committee should assemble and
distribute a preservation handbook to all library departments. The handbook
should include library policies, procedures, and guidelines, such as collection
development information for bibliographers and recommended supplies for use
with library materials. The handbook should also include preservation procedures
prepared by specific departments for their own use.

Rationale

The Libraries currently lacks an organized communication structure for
preservation activities. Policies, procedures, decisions, and training occur without

10
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the cohesive direction required for a successful library-wide preservation program.
At present the Libraries lack written documentation on preservation either system-~
wide or at the departmental level.

Responsibility

The Preservation Librarian and the Preservation Committee should be responsible
for coordinating the development of preservation guidelines and procedures.

All library departments should contribute information. The Preservation Librarian
and the Preservation Committee should review existing written policies and suggest
corrections and additions if needed. They should develop new written procedures.
The Preservation Librarian and the Preservation Committee should also maintain
and update the handbook.

Timeline

. The Preservation Librarian shouid begin gathering information for the handbook

based on a schedule established by the Associate Director for Technical Services.

Costs /

Extensive staff time to document preservation procedures and to prepare the
handbook._ Additional costs wiil include computer time, clerical support and
photocopying.

F. INCREASE PRESERVATION TRAINING FOR LIBRARY PERSONNEL.

L.

Action
The Libraries should increase preservation training for library personnel by:

2. Incorporating preservation concerns into new employee orientations for library
faculty, staff, and student assistants. Each new employee should be required to
view the Slow Fires videotape.

b. Encouraging and supporting staff at ill levels to attend preservation
conferences and workshops.

¢. Having the Binding Unit and later the Preservation/Binding Department
responsibie for training library personnel in binding preparation and simple
repair procedures.

d. Developing and implementing special media handling classes for appropriate
personnel. These classes should be presented by staff familiar with microf. orms,
recordings, CD-ROMs, etc.

e. Maintaining awareness of preservation information and activities through

publication in the Librarv Administration Reports and ather sources.

11
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2. Rationale

There is a strong need to expand awareness of preservation concerns and techniques
and to increase preservation knowledge in a uniform and systematic maaner rather
than sporadically and informally.

3. Responsibility

" The Preservation Librarian and Preservation Committes should plan and implement
the above activities with the Associate Director for Administrative Services, who
is responsible for new employee orientations, staff development, and other |
personnal matters, The Preservation Librarian, the Binding Unit staff, or other |
personnel familiar with various media formats should provide in-house :
demonstrations and workshops. Outside speakers zhould also be invited.

The Media Library, Administrative Services Office, and supervisors should
coordinate the viewing by new employees of Slow Fires or other preservation
ining medi _

The Dean of Libraries should fund continuing education in preservation activities.
This should inciude attendance at externai conferences for all levels of permanent
library personnel.

4, Timeline

Preservation training media should be included immediately in new employee
orientations. A single-page information sheet on preservation, to be inciuded in
the employee information packets, should be developed within the next year.
Within the next year, the Preservation Committee should begin development of a
long-term plan for internal training to be further developed and carried out by the
Preservation Librarian.

5. Coats

Travel expenses and registration fees for external conference atiendance.
Consuitant fees plus trivel expenses in order to bring in outside speakers.

Staff time for scheduling, preparing, presenting, and participating in workshops,
etc. Supplies. '

G. DEVELOP AND MAINTAIN A LIBRARY PRESERVATION AWARENESS
PROGRAM FOR USERS.

1. Action

A preservation awareness progra. 4 should be developed to communicate to library
users the proper care and handling of library materials. Components include:
instruction, exhibits, news releases, special programs, bookmarks, posters,
brochures, handouts, and other outreach efforts. Suggestions are detziled in the
Staff and User Education Task Force Report.
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Rationale

Education of faculty, students, and public patrons van prolong the life of library
materials. Non-Libraries tenants need io learn the consequences of their actions
within the environment of the Libraries. Special groups such as alumni, fund-
raisers, or legislators should also be informed of the considerable efforts we are
making towards preserving our cultural investment.

Responsibility

The Preservation Librarian and the Preservation Committee should develop and
maintain this program. They should review all preservation information before
publication or presentation.

This program should eulist the ideas and talents of many people, including the Sign
Committee and the Exhibits Committee. Outreach programs should involve the
Preservation Librarian, Dean of Libraries, the University Public Relations Office,
New Student Crientation coordinators, Friends of the University Libraries, and the
Libraries Publication Committee, among others.

Timeline

Several projects should be implemented immediately, such as bookmarks and
posters. Intermediate planning should begin within a year for more complex
projects, including classroom instruction, workshops and programs for users,
handouts and brochures. Exhibits shou!d be prepared and scheduied. Long-term
planning should include further expansica and development of the program.

Costs

Staff time, materials, equipment, and the development of staff skills for the design,
preparation, and production of internally created graphics equipment and graphics
software for in-house production, commercial posters, display cases, and
professionally produced brochures or publications. Expense for funding for
outreach and cooperative programs.

H. DEVELOP A PROGRAM TO MONITOR AND IMPROVE ENVIRONMENTAL
CONDITIONS IN THE UNIVERSITY LIBRARIES,

1.

Action

The Libraries should develop and implement a program for continued monitoring
of environmental conditions, including temperature, relative humidity, and
ultraviolet light levels. Such a program should allow for year-round measuriag and
should be supported by an adequate supply of in-house equipment. Data should be
used to recommend possible solutions to correct the adverse conditions which exist.
Resources should be allocated and procedures should be developed to implement
appropriate actions. Examples of specific area improvements are included in the
Environmental Conditions Task Force Report.
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2. Rationale

Adverse environmental conditions hasten deterioration of materials and damage the
collections. Damaging factors are primarily temperature, relative humidity, and
light. Other contributing factors include dirt and dust, airborne chemical
pollutants, food debris, bacteria, mold, insects and pests, and physical support
structures.

The climate of the Colorado Front Range presents special environmental probiems
for preservation. The physical environment of the University Libraries is not
conducive to the long-term preservation of library materials. Temperatures at all
locations are too high, relative humidity too low, and, more importantly, humidity
fluctuations are severe.

Optimal environmental conditions for print materials are: temperature at 65
degrees Fahrenheit (+/- § degrees F); relative humidity at 50 percent (+/- 5
percent); light sources kept to 30-50 foot-candles with a maximum of 75 u-
watts/lumen.

Continuous data on the Libr.ries’ environment are critical to any effort to improve
these conditions for the preservation of library materials. )

Responsibility

The Associate Director for Administrative Services should have responsibility for
implementing the recommendations brought forth by the Preservation Comnittee
and/or the Preservation Librarian. The Preservation Librarian should be
responsible for coordinating and maintaining a continuing program of
environmental monitoring and should make long-term recomuendations for
controlling the internal climates of buildings that house libr.ry collections.
Preservation Committee members should recommend immediate, short-term
actions, such as those listed in the Environmental Conditions Task Force Report,

_ which may favorably impact the environmental conditions of specific departments,

units, or branches.

Timeline -

The Preservation Librarian should begin to develop an environmental monitoring
prograrh as priorities are established. Full implementation of the program should
take place under the direction of the Preservation Librarian.

Costs

Purchase and maintenance of equipment and staff time to carry out measurements
and analyses.

Equipment includes instruments to measure temperature, relative humidity, and
visible and ultraviolet light levels. (Automatic equipment that provides accurate,




reliable, and consistent results is recommended.) Costs for individual instruments

vary with sophistication of the device. At a minimum, the Libraries should
purchase: '

One hydrothermograph: fc. continuous measuring of temperature and relative
numidity (approx. § 400-600).

Two.psychrometers: for measuring relative humidity (approx. § 150 each).

One UV Light Monitor: for measuring ultraviolet light levels (approx.
$ 350) . :

Portable thermometers and other instruments as needad. . Costs associated with

short-term and long-term remedies to site-specific environmental problems may
be significant,

I. SURVEY ADDITIONAL COLLECTIONS.

Action

a. Survey condition and pH level of paper of print materials system-wide to

determine the percentage of the collection that is brittle and the acidity level
of the paper. -

b. Survey condition of the microfilm collection.

¢. Survey condition of the manuscript collections in Speciz! Collections and
Western: Historical Collections/University Archives.

d. Survey overall condition of print and microform collections in the Law Library
and the othier areas of the Libraries not already surveyed by the Physical
Conditions Task Force.

€. Shars this report and its recommendations with other libraries in the CU
System.

Rationale

The Physical Conditions Task Force surveyed print materials to determine overail
condition of the collections and found that 81% of the collections are presently in
good condition. However, a large portion of the Libraries couection includes print
materials published since the mid-19th century; the bulk of the collection dates
from the post-World War II era. These materials were produced using acid-based
Paper which will eventually become brittle, crumble to the touch, and therefore be
unusable.  Consequently, these materials are vulnerable and will require
preservation attention. After the survey is conducted, the Libraries should be
aware of the quantity of materials requiring deacidification processing.

The Physical Conditions Task Force surveyed microforms but sampled only four

microfilms. Since the initial study showed the microfilm collection to have the
greatest preservation problems as compared to other microforms, a separate study
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of microfilms is warranited. After the survey is conducted, the Libraries should be
aware of the condition and preservation needs of the microfilm collections.

Due to the methodology used, the Physical Conditions Task Force did not survey
the Libraries manuscript collections. Given the significant size of the collections,
their unique format, the quality of their paper and their storage conditions, a
separate survey is recommended to detenmno the conditions and preservation needs
of the mnuscnpt collections.

The Physical Conditions Task Force did not survey the Law Library or those areas
cf the Libraries whose collections are too small given the methodology used,
including Earth Science, East Asiatic, Engineering, Maps, Music, Math/Physics,
Reference, Special Collections, Western Historical Collections/University Archives,
and the Museum. In order to have 2 comprehensive picture of the condition of the
paper and microform collections system-wide, surveys of the omitted areas need
to be done.

Responsibility

Immediate and long-term decision-making responsibilities will reside with the
Associate Director for Technical Services. Tkhe Preservation Librarian and the
Preservation Committee will develop methodoiogy, coordinate and organize the
surveys with the departments involved, and collate the data. Due to the volume of
the work entailed in conducting the surveys, many library personnel will be needed
to complute the surveys, especiaily those familiar with the specific collections and
physical conditions criteria.

Timeline

All surveys should be completed within a two- or three-year time frame.

Costs

Departmental staff time and pfoject oveﬁicw time by the Preservation Librarian
and the Preservation Committee. Costs to test acidity of paper materials dependent

on the number of items tested, type of test conducted, and supplies needed to test.
Incidental costs for supplies and photocopying.

J. IMPROVE STORAGE AND MAINTENANCE OF THE COLLECTIONS.

Action

To improve storage and maintenance of the collections, the Associate Directors for
Administrative Services and Public Services should:

a. Develop standards with Facilitiess Management for general housekeeping of

hbrary facilities, which incorporate the Libraries special preservation
requirements.

b. Determine responsibility for cleaning of stack and storage areas. The
department and branch libraries may need additional staff and equipment to
establish and maintain a regular program of cleaning.
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<. Purchase preservationally-sound shelving and storage cabinets to accommodate
the space and preservation needs of the collections. Immediate needs include
microform cabinets and storage for photographs in the Western Historical
Collections/University Archives. Also needed are storage supplies and
equipment for films, photos, maps, and manuscripts.

d. Establish a2 maintenance and servicing program for all microform, audiovisual,
and computer equipment.

Rationale
Proper storage and maintenance of the collection will extend the life of library

materials. Improved maintenance of equipment will help prevent wear and tear on
library materials,

. .Responsibility

The Associate Director for Administrative Services is responsible for general
housekeeping and genera! maintenance of equipment in Norlin aid the branch
libraries. The Preservation Librarian and the Preservation Committee, working
with the Associate Director for Administrative Services, should be responsible for
developing standards and programis for general housekeeping and cleaning of stack
and storage areas. In addition, they should develop guidelines for the p urchase of
preservationally-sound equipment. Branch librarians; working with their building
proctors and the Associate Director for Administrative Services, shouid develop
ways to improve general housekeeping in their libraries. Department heads should
be responsible for identifying current and future storage needs and requesting
sufficient equipment. Maintenance of computer equipment ia both Norlin and the
branches should become the responsibility of the Systems Librarian.

Timeline

The Libraries should begin discussions immediately with Facilities Management to
develop general housekeeping standards. The Preservation Librarian and the
Associate Director for Administrative Services should begin to develop standards
and gvidelines for cleaning stack and storage areas as soon as possible. The

Associate Director for Administrative Services should give final approval to these
standards and guidelines.

The Associate Director for Administrative Services should investigate the service
coatracts already in place, identify equipment not covered, and determine service

needs as appropriate. Computer/Telecommunication Services staff should begin

busic maintenance and service on all of the Libraries microcomputers, including
PAC terminals.

Costs

Staff time, supplies, and equipment.
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K. IMPROVE LIBRARY SECURITY PRACTICES.

1.

2.

Action

Security practices and procedures at the University Libraries should be reviewed
in detail and changes made if necessary. The review should cover al! areas of the
University Libraries, including non-library sections in Norlin.

Questions to be considered in the review should include:

a. Are security mechanisms, such as alarm doors, security gates, and tattle tapes,
adequate and are they being used correctly? Would aiternative systems suit the
Libraries’ purposes better?

b. Are security procedures adequate and are they followed conscientiously?

c. Is the staffing z.d training of the Library Security Office adequate?

d. Should additional areas in the Libraries be closed to the public?

KRationale

Security is nr~essary to reduce risk of the theft, mutiiation,. or damage of library
materials ana to provide early warning and legal action.

Responsibility

Decisions will be made by the Associate Director for Administrative Services. This
review shouid be conducted by a group recommended by the Preservation Librarian
and the Preservation Committee and shouid include representation from the Lir ~ary
Emergency Committee. This review team will report findings to the Preservation
Librarian, the Héad of Security, and the Associate Director for Administrative
Services. '

Timeline

This security rwiew be conducted as soon as possible. Recommended clanges
should be imple mented as soon as funding ailows.

Costs

Staff time to conduct observations and interviews and to prepare the report. To
implement the recommendations of the review team, extra student hours or extra
staff may be required, and additional security mechanisms such as gates and alarms
may be needed.
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PRESERVATION PLANNING PROJECT
STUDY TEAM

FINAL REPORT

Duke University
Perkins Library
December 1989
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TITLE: Preservation Officer; two year term appointment

SUMMARY: Has primary responsibility for developing, implementing and coordinating an active
comprehensive program to preserve the collections and incoming materials in all formats, including
books, newspapers, maps, microforms, audiovisuals, machine-readable data files, etc. The program
will include preventive measures, treatmen* and/or reformatting of damaged or deteriorating
materials, and staff and user educadon. The Preservation Crricer is responsible for initiation of follow-
up action on the reports of the Preservation Planning Project Study Team and will provide a focus for
preservation decisions within the Library structure, utilizing distributed expertise of staff.

Broad management dutes involve policy development and recommendation to appropriate officers of
the Library and budgeting for and coordinating inter-departmentai programs. Technical duties inciude
trairing of staff in preservation and conservation techniques and quality control monitoring of
procedures done in-house or by contractors or cooperative agencies. Time is split approximately 60% for

coordination and 40% for technical responsibilities. The Preservation Officer reports to the Assistant
University Librarian. .

MAJOR DUTIES AND RESPONSIBILITIES:

Administer system-wide preservation program (60%):

* Implement and administer a systematic, ongoing program to determine preservation needs and
options for all collsctions,

* Decide appropriate treatment options. :

* Develop and continually evaluate preservation policies and procedures for the Library.

* Direct efforts throughout the Library to preserve library collections through preventive
measures and the treatment of individual pieces; actively promote a distributed approach to
preservation program implementation.

* Act as the Library’s resource person and clearinghouse on all matters relating to preservation
of the collection.

* Communicate actively and consistently with faculty, students, and library colleagues at all
levels concerning the need for preservation and their role in its implementation. Publicize specific
programs.

* Develop and implement a continuing program of information and training for library staff and
users with the assistance of Library Personnel and Library departments.

* Evaiuate and contract with suppliers of preservation services, both commercial and
cooperative.

* Keep abreast of technological and managerial developments in preservation, and represent
the library in regional and national preservation activities.

* Formulate pr-servation budget. Work with library departments to determine costs and
manage budgets for staff, equipment, supplies, and contracted services on a distributed basis.

* Devise funding initiatives in cooperation with the Special Projects Librarian and Director,
_I..ibraryd_ dDelvelopnmt, to seek funds for preservation programs from organizations, foundations, and
individuals.
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Train, monitor and evaluate (40%):

* Supervise the Conservation Technician, who is responsible for the day-to-day operation of
the library’s conservation efforts and for executing a wide range of conservation treatinent procedures.

* Design programs to preserve library materials through improved environment and handling,
and to treat selected materials which are now damaged, deteriorating, or judged to warrant special
preventive care.

* Analyze cordlition of and options for housing of all coliections, particularly maps, scores,
manuscripts, rare books, newspapers, pamphlets, media, and machine readable data files; work with
library management to enhance housing as needed.

* Establish and monitor standards and specifications for vended services that affect the
presesvation of the library collections.

* Monitor, report on, and lead efforts to enhance such aspects of the library's preservation
program as building design and environmental control, storage facilities, book handling equipment,
housekeeping, and security.

* Revise and further develop draft disaster plan.

QUALIFICATIONS:

Required: Knowledge of preservation issues and concerns, technological and managerial sclutions to
preservation and conservation problems, and current directions in the field. Ability to evaluate
preservation and conservation procedures for effectiveness. Excellent oral and written communication
skills. Ability to work well independently in structuring and directing a wide-scale program or project,
in addition to soliciting ideas from and working cooperatively with a wide variety of staff.
Demonstrated leadership ability. Demonstrated initiative and creativity. Willingness to participate
in training opportunities. Understanding of current research library issues and perspective.

Desired: ALA accredited MLS. Training or additional degree specializing in preservation of library
materials. Field experience in library preservation and conservation. Experience in hands-on
conservation techniques. Experience with contract management.
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A PRESERVATION PROGRAM
FOR THE

OKLAHOMA STATE UNIVERSITY LIBRARY

Final Report of the
Preservation Program Planning Study
Conducted with assistance from a grant
from the Association of Research Libraries

and the National Endowment for the Humanitiaes

February 1990
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SECTION III

A PRESERVATION PROGRAM
FOR THE
OKLAHOMA STATE UNIVERSITY LIBRARY

Goal and Recommended Stafs

The Preservation Program for the 0SU Library should be an
inherent part of the organizational structure, with components
intagrated into each function and position where decisions and
activities related to preservation take place, as well as into
cocoperative endeavors. Many benefits can coke from developing
written documentation, such as that found in position assign=-
ments and descriptions, policy and procedure manuals, and
goals and objectives. What is most important, however, is
incorporating a sense of responsibility for preserving
resources into decision-making processes and into the behavior

-and philosophies of the Library's faculty and staff, as well

as of its users.

To achiave this integrated preservation program, we recommend
that a preservation services unit bae established to coordinate
and carry out preservation functions. Thae unit should be
administered by a faculty member whose primary responsibility
and area of specialization is preservation. Among other
responsibilities, this person could oversee mending activities
throughout the Library, prepare preservation specifications
for work to be done by outside contractors, participate in
staff training programs, coordinate efforts to monitor and
control the environment and the condition of the collections,
supervise disaster prevention activity, and spearhead preser-
vation-related networking activity. A more detailed descrip-
tion of responsibilities that might possibly be assigned to

the person in such a position is provided in Appendix C on
page 42. A

To ensure that problems are looked at from a broad perspective
and that preservation does not become isolated, we also
recommend the appointment of a Preservation Committee, one
which has rotating membership from among the Library's faculty
and staff who have competence in and responsibility for
preservation functions. The composition of and charge to such
a committee should be based upon the situation at the time it
is formed and might take guidance from the suggestions noted

in Appendix B on page 41, which describes a similar committee
which we recommend be appointed in 1990.
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MOVING TOWARD AN INTEGRATED
PRESERVATION PROGRAM

Program Description

The keay elements which need to be present in order to move
tocward an integrated preservation program, even without
establishing a separate praservation unit, are: support from
the Library's administrators: shared assigned rasponsi-
bilities, with accompanying authority; staff training;
rulti-lateral communication; and widespread cooperation.

By working on specific objectives over the next =hree to five
years, the Library should be ablae to develop saveral essential
components of a preservation pregram that can be incorporated
into the organizational structure and philosophy. Wwith
cooperation and planning, we can make progress toward
achiéving the following, which are characteristics of an
integrated preservation program:

A Disaster"Manaqement' Plan is in place, is reviewed

regularly, and is backed up by a knowledgeable Disaster
Action Team. .

Preservation related matters are included, as appro-
priate, in policy statements, procedure manuals, and
other operating guidelines of the Library.

The Library's decision-making process ineludes preser-
vation among its concerns through a review of recommended
changes in policies and procedures, including those
related to automation matters, as well as of building
renovations and expansion plans, in an effort to ensure

to the best of our ability that the preservation needs
arae met.

Preservation is a regular component of all aspects of
“he Library's public relations efforts -- in-house, with
the university community, and off campus. In addition,
multi-lateral communication channels, both formal and
informal, provide faculty, staff, and users with oppor-
tunities to share ideas and concerns about the preser-
v-“ion of the Library's information rescurces.

Preservation concerns are incorporited into user educa-
tion and staff training programs. Uniform guidelines are
followed by faculty and staff who provide instruction to
ensure that materials are handled properly and to
encourage awareness of what can be done to prolong the
life of our resources.
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== Program Description --

Preservation is an integral part of the selection and
acquigition processes. Faculty with responsibility for
collection development apply selection criteria that
include consideration of longevity of the items pur-
chased, with attention to such concerns as paperbound
books and items published on acid-free paper. Notes
describing preservation treatment and plans are included,
as appropriate, on the record for each item. In addition,
at the time of receipt, new acquisitions that might need
prasarvation attention are identified and given appro-
priate treatment before being processed for shelving.

The Library has assessad its collections to determine
priorities for preservation by replacement, substitution
in a different format, special protection, microfilming

or deacidifying, as well as for retrieval in the event
of a disastar.

Priorities are sastablished for selectively monitoring
the physical condition of the collection on a regular
basis, and collection development librarians have in
p.ace a program to identify materials that are in the

most immediate need of attention, as well as to determine -

how to take cara of then.

The physical environment is monitored regularly, areas
needing attention are identified and prioritized, and
recommendations are made and acted upon within the
limitations of finances and the Physical Plant.

Light, dust, temperature and relative humidity are
maintained at acceptable levels; the presence and

consumption of food and drink are controlled; and vermin
are eliminated upon detection.

Sufficient space is provided for collections so that new
acquisitions can be accommodated without extensive
shifting of the collections, books do not have to be kept
on the uppermost shelves, and the arrangement of stacks
and seating complies with safety requirements.

Stacks maintenance personnel monitor the condition of
the material on the shelves, keeping books off the
uppermost shelves, shelving on the spine rather than the
foredge when upright is not possible, straightening
leaning volumes, and using bookends designed to hold the
volumes they support without damaging them.
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- Program Description -

Special Collections are housed with environmental and
security measures appropriate for unique, irreplaceable
resources. .

The selection of supplies and establishment of procedures

for processing, mending, repairing, housing and preserv-<
ing items, is done with preservation concerns in mind.

Raquests for bid, such as those required for binding
contracts and expensive items like photocopy machines,
exhibit cases and shelving units, take into account
factors needad to preserve the Library's resources.

The Library is actively involved in networking, is
regularly sharing its preservation knowledge and
rasources, and is participating in a regional program to
deacidify volumes at risk and in a national program to
microfilm brittle books and to otherwise preserve
information contained in deteriorating material. .

Special conservation needs of individual items are

identified and appropriate action is taken to restore
them in-housae or with outside contractors.
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8ECTION IV

RECOMMENDATIONS, WITH
TIMEFRAMES, OBJECTIVES,
AND RATIONALE

ENABLING ACTION

EARLY 1990

Responsibility and Authority

Given the Library's present resources and operational
philosophy, as well as the ambiguities that lie ahead during
the implementation of the automated system, abatement of
asbestos, and possible deliberations and negotiations directed
toward establishing networks to preserve materials, the 0suU
Library will need to coordinate the Preservation Program
through the use of existing faculty and staff from throughout
the organization until a preservation unit can be established.

- We believe that a Preservation Program should be started as

soon as possible, even though the Library may not have the
resources to employ a Preservation Librarian at this time.
Several staff, however, working on a part-time basis could
make a difference and enable the OSU Library to begin develop-
ment of a framework for an integrated preservation program.
Consequently, we recommend that the following actions be taken
now, -making part-time primary assignments to »reservation an

aspect of the Library's operating premises until adequate
funds become available for a Preservation Librarian.

1. Preservation Coordinator. Designate a current member of
the faculty to serve part-time as Preservation Coor-
dinator, with authority to facilitate the establishment
of a preservation program. This person, who should report
directly to the Dean of Libraries on preservation
concerns, should have preservation activity as at least
20% of his’ or her ‘primary assignment in 1990.

The Coordinator should oversee the activity of the
Disaster Prevention Team and serve as Chair of the
Preservation Program Committee. Working with the latter,
he or she should develop recommendations for documen-
tation which includes, but is not limited to, the
establishment and implementation of policies, the
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== Enabling Action, Early 1990 --
Responsibility and Authority

application of standards, and the creation of written
procedures, specifications, and preservation criteria,
as well as of communication links. In addition, the
Coordinator should advise department and division heads
on preservation concerns that might be incorporated into
the gocals and objectives for their units, as well as into
staff ¢training, and should advise the Collection
Davelopment Committee on praservation factors that should
be considered in the process of managing the collections.

To provide the initial impetus needed by any change of
this magnitude, we recommend that the Head of Special
Collections and University Archives be given this
agsignment for the first two years, 1990 and 1991. The
assignment as Coordinator should include authority, as
well as responsibility, to work with faculty and staff
throughout the Library to develop and coordinate the
Preservacion Program and to provide input as appropriate
during faculty and staff evaluation processes.

Disaster Prevention Team. Appoint a Disaster Prevention
Team, reporting to the Preservation Coordinator, to
develop a working Disaster Management Plan. The team
should have five or six members selected from among

. interested librarians and support staff who work in

different departments. During the development and
implementation process, team members should have this
responsibility as a portion of their primary assignment -
- in 1990, about 10% for the Chair and 5% for other
members. A recommended charge to this Team and one to the
Disaster Action Team, which has been recommended by the
Task Force on Disaster Management, are attached to this
report as Appendix A, on page 38.

Preservation Program Committee. Appoint a Preservation
Program Committee to work with the Preservation Coor-
dinator and help carry out the recommendations contained
in this Preservation Planning Study, as well as other
preservation projects that may develop. This committee
should have five or six members selected from among
interested librarians and support staff who work in
different departments. Each of these individuals should
have this preservation responsibility as a portion of his
or her primary assignment -- in 1990, about 10% for each
Committee member. The recommended charge to this Commit-
tee is described on page 41, in Appendix B.
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== Enabling Action, Early 1990 --
Responsibility and Authority

Implementation of the above three recommendations is essential
if the 0OsU Library is to progress toward protecting the
intellectual content of the resources it houses as well as the
ongoing investment that has already been made in the collec~-
tions. The designation of a faculty member to spend some of
his or her time coordinating preservation and the appointment
of a committee to assist in this effort should enable the
Library to respond to many of the suggestions identified by
this Study Team in at least a minimal fashion. Changes will
take place as the automated system is implemented, as new
technological developments are applied throughout the Library,
and as concurrent networking agreements are formalized. While
it ia difficult to predict just what the changes might be, we
realize that the opportunity might arise to establish an even
better environment for coordination of preservation functions
by centralizing several of the activities into one unit.

We recommend that different people be appointed to the
Disaster Prevention Team and the Preservation Program Commit-
tee, with the chair of the former working closely with the
latter to ensure communication. While the need to develop
Plans for handling a disaster is urgent, so is that to
establish a preservation program and preserve the Library's
resources. No one group of people working on a part-time
basis, however, can give high priority to taking effective
action in both directions.
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== Enabling Action, Early 1990 --

Priorities

These two groups of faculty and staff could then immediately
begin working on:

1. A Disaster Management Plan.

The highest priority goal is to have in Place a Disaster
Mapagement Plan, one which establishes preventive
measures as well as ster: for responding to a disaster.
Recommended practice is faor a Disaster Prevention Teanm
to be charged with Preventing disasters, and a Disaster
Action Team with responding to them. The Disaster Action
Team should be composed of faculty and staff who know
what needs to be done when the Library is struck by unex-
pacted calamities, such as those associated with asbestos
removal and building renovation. If the Disaster Preven-

Following implementation of the Disaster Management Plan,
the Team can focus its attention on carrying out the
responsibilities outlined in the plan, evaluating its

effectiveness, and assessing the collection to assign
disaster recovery priorities.

A Foundation for a Preservation Program.

that contribute to the preservation of the Library's
collections. Toward this end, the Preservation Program
Committee, chaired by the Preservation Coordinator,
should study policies and procedures overall, recommend
changes, and work with appropriate faculty and staff to
incorporate adjustments that will help ensure the
preservation of the Library's resources. By starting
early in 1990 the Committee should be able to make major
improvements by the end of the year in several targeted

activities, such as mending damaged material and training
shelvers.
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== Enabling Action, Early 1990 =--
Priorities

As time progresses, attention can be given to other coiicerns

which the task forces have identified as needing attention,
including:

Development of training modules for staff that can
be included as part of an overall trair.ing program;

Establishment of 1lines of responsibility and

authority, as well as of formal and informal
communication; and

Identification of material that is at risk and
determination of how the problems posed by thase
damaged items might best be handled.

Following the enabling action, the Team, Coordinator, and
Commit:tee can proceed to work on objectives concommitant with
the Library's planning period--a fiscal year of July through
June. For this report we have included Disastar Prevention
objectives for January 1990 through June 1991, and Preser-
vation Program objectives for January 1990 through June 1992.

The Preservation Program Planning Study Team's recommendations
Zor the Disaster Management Team focus on starting with an
overall plan, and modifying its details later, since we may
be faced with a calamity at any time. The recommendations for
the Preservation Program Committee's activities, on the other
hand, are based on the premise of starting small, with pilot

projects so to speak, especially when focusing on staff
training and behavior modification.

These recommendations should serve as a guide, subject to
adjustment to meet the everchangine conditions in which the
Library operates. The Team used the task force reports and
recommendations as a basis upon which to develop the:e goals,
objectives, and recommended activities, knowing that those
reports are based on a sampling of the Library's situation.
Consequently, the suggestions may need to be expanded to
include other areas that were not part of the sampling. ‘In
addition, since the task force reports contain some rather
specific recommendations that are generalized in the following

pages, those reports should be consulted for additional
details and documentation.
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Selected Readings
Excellence, Creativity, and Change

Curson, Susan C. Managing Change: A How-to-do-it Manual for Planning, Implementing, and
Evaluating Change in Libraries. New York, NY: Neal-Schuman, 1989.

Please refer to the chapters entitled "Managing the Individual" and "Controlling
Resistance,” which are useful for administrators who are implementing preservation
programs.

Martell, Charles. "Creative Behavior in Libraries." (Editorial) College and Research Libraries
46 no. 4 (July 1985): 293-294.

This article is a pithy piece en creativity and management.

Naisbitt, John. Megutrends: Ten New Directions Transforming Our Lives. New York, NY: Warner
Books, 198%.

Though written a decade ago, this book is worth a second reading. Many of Naisbitt’s
forecasts have come to pass and preservation administrators may find it useful to place
preservation issues in the context of societal shifts.

Naisbitt, John, and Patricia Aburdene. Megatrends 2000: Ten New Directions for the 1990’s.
New York, NY: Willilam Morrow, 1990.

Chapters 1 and 2 are most relevant for preservationists. Chapter 2, "Renaissance in the
Arts," if accurate, could indicate a trickle-down effect for preservation funding. The
sections on philanthropy and business opportunities in the arts suggest new ways to
approach fundraising in the non-profit sector.

Niteckd, Joseph Z. "Creative management in Austerity." In Austerity Management in Academic

Libraries. John F. Harvey and Peter Spyers-Duran, eds. Metuchen, NJ: Scarecrow Press,
1984. 43-61. .

Written during the lean period of the early 1980s, this article is appropriate for the 1990s.
The only section that seems dated is the short one on zero-based budgeting.

Peters, Thomas J. and Robert H. Waterman, Jr. In Search of Excellence. New York, NY: Harper
& Row, 1982.

This book is as appropriate for impiementing preservation programs as it is for running
corporations. Refer especially to chapter 1.

Recent Works on Preservation Management
Harris, Carolyn, Carol Mandel and Robert Wolven. "A Cost' Model for Preservation: The

Columbia University Libraries’ Approach." Library Resources and Technical Services 35
no. 1 (January 1991): 33-54.
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Merrill-Oldham, Jan, et al. Preservation Program Models: A Study Project and Report. Washington,
DC: Association of Research Libraries, 1991.

Reed-Scott, Jutta. "Preservation Organization and Staffing." SPEC Kit 160. Washington, DC:
Association of Research Libraries Office of Management Services, January, 1990.

Report on the Preservation Planning Project, University of Pennsylvania Libraries. Washington, DC:
The Commission on Preservation and Access, September, 1991.

Schmude, Karl G. "The Politics and Management of Preservation Planning." IFLA journal 16 no.
3 (1990): 332-335.
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